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Introduction

This course, PAD 858: DEVELOPMENT PLANNING, PROJECT
PREPARATION AND IMPLEMENTATION is a two-credit unit

compulsory course for students studying Public Adstiation at

master’s level in the Faculty of Management Scisnce

The course has been conveniently arranged forrydwelve distinct but
related units of study activities. In this coursedg, you will find out
what you need to know about the aims and objectofethe course,
components of the course material, arrangementhefstudy units,
assignments, and examinations.

The Course Aim

The course is aimed at acquainting you with whatvdl®ment
Planning is, what Project Preparation and Implesiért are all about
and getting you understand the practical aspectgreparing a plan,
designing the needed projects and implementing themnational
development. To ensure that this aim is achieveanes important
background information will be provided and dis@dsncluding:

o Definition of basic concepts — Development PlanniRgoject
Preparation and Project Implementation.
Models and types of development plans
Politics of planning

Programme planning

Procedure for plan preparation

The essence of planning

Project Feasibility Study

Plan implementation

Development plan experience of Nigeria
Lessons from Bangladesh

Procedure for plan implementation
Monitoring and evaluation

Learning Outcome
At the end of the course you should be able to:

1. appreciate the uses and importance of developni@miipg

2. prepare a development plan

3. understand the politics involved in planning

4. be familiar with Nigerian planning experience otles years

5. be conversant with the various planning models apes at
your disposal

6. master the procedures involved in plan preparatamd

implementation
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Course Material
The course material package is composed of

The Course Guide

The Study Units

Self-Assessment Exercises

References/Further Readings

Possible answers to self-assessment exercise )inwihe
content

The Study Units
The study units are as listed below:

Module 1: Development Planning
Unit 1: The Concept of Development Planning

Unit 2: Models and Theories of Development Planning
Unit 3: Politics of Development Planning

Unit 4: Programme Planning

Unit 5: Procedure for Plan Preparation — Case m@it&gic Planning
Module 2: Project Preparation and Planning

Unit 1: Project initiation and Designing

Unit 2: Project Preparation/Planning

Unit 3: Project Feasibility Study

Module 3: Project Implementation and Monitoring.

Unit 1: Project Implementation

Unit 2 Plan Implementation

Unit 3: Monitoring and Evaluation

Unit 4: Development Planning Experience of Nigenmal Africa
Assignments

Each unit of the course has a self-assessmentisxerdou will be
expected to attempt them as this will enable yodeustand the content
of the unit.

Final Examination and Grading

At the end of the course, you will be expected ddipipate in the final
examinations as scheduled. The final examinatiorsttintes 70 percent
of the total score for the course while the assigmm test and
attendance constitute 30 percent as the case may be
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Summary

This coursePAD 858: DEVELOPMENT PLANNING, PROJECT
PREPARATION AND IMPLEMENTATION s ideal for economic
progress of any country. It will enable you undamst the whole
business involved in planning in both the publid @ine private sectors.
Having successfully completed the course, you bélequipped with
the latest global knowledge on planning decisi&@mgoy the course.

vi
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Module 1  Development Planning

Unit 1 The Concept of Development Planning

Unit 2 Models and Theories of Development Planning.

Unit 3 Politics of Development Planning

Unit 4 Programme Planning

Unit 5 Procedure for Plan Preparation — Case ahat&jic
Planning

UNIT 1: THE CONCEPT OF DEVELOPMENT PLANNING
Structure
1.1 Introduction
1.2 Learning Outcome
1.3  Main Contents
1.3.1 Definitions of Development Plan
1.3.2 Definition of Development Planning
1.3.3 The Concept of Development Planning
1.3.4 Types of Development Planning
1.4  Essence of Development Planning
1.5 Summary
1.6 References/Further Readings
1.7 Possible answer to self-assessment exercigatiis) the content

@ 1.1 Introduction

The complex nature of human endeavour, the mudtipleneeds, the
unlimited demands in government coupled with scaresources
definitely call for an arrangement for prioritizitige needs and demands
as well as maximizing efficient use of the scaresources. That
involves planning. Development Planning in esseimo/lves decision
making and choice — choice of the national or comityugoals to be
pursued, choice of the appropriate strategy todmpted, choice of the
most satisfactory means etc. M.P. Todarol obsethas the two
decades since 1950 have been marked by the emergdndess
developed nations as a growing political and ecaooforce in
international affairs. The rising aspiration of ifichWorld’ countries to
catch up economically with the advanced industr&lons as rapidly as
possible has been reflected in the almost univessaleptance of
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development planning as the principal means towtrdsachievement
of accelerated growth. Planning has now becomeceapéed fact of the
economic life of most contemporary developing reio

Proponents of economic planning in developing coesitargue that the
uncontrolled market economy (ie. economy controldgdthe invisible
hand — the interaction of the forces of demand suygply — a typical
capitalist economy) can, and often does, subjeesdhnations to
economic stagnation, fluctuating prices, and lovele of employment.

In particular, they claim that the market economyot geared to the
principal operational task of poor countries, namélow to mobilize

limited resources in a way that will bring aboug thecessary structural
change so as to stimulate smooth, progressive alahded growth of
the entire economy. Planning has come to be aatetiterefore, as an
essential and pivotal means of guiding and acdaigraeconomic

growth in underdeveloped countries.

To Olayinka2, economic planning, otherwise known esonomic

development planning, has become one of the mastruments of

achieving a higher growth rate and better standahding in many less

developed countries (LDCs). Planning in differemtris has also been
accepted as an important policy instrument to ratspiecific targets in
most LDCs. It is frequently advocated as an alt@raao the market

mechanism, and the use of market prices, for doeatlon of resources
in developing countries. As a holistic approach development in

developing economies, it promotes the idea andtipeaof matching

development planning with economic planning as #w®nomy is

regarded as the bedrock for a nation’s development.

Essentially, economic visions and programs caneotelalized without
viewing developmental issues in a holistic way whi@ntails
improvement in all human endeavors. In this serdeyelopment
surpasses the economic criteria often measuredcbgoenic growth
indices and must be conceived of as a multidimeasigrocess
involving changes in social structures, destructttgudes, ineffective
national institutions and plan for an increase an gapita output. Thus,
development planning presupposes a formally preaiéted rather than
a sporadic action towards achieving specific dgualental results. In
essence, economic planning entails direction andtr@bo towards
achieving set objectives. Following this line obttyht, Jhingan, (2005)
was quoted as seeing development planning as laedsteé control and
direction of the economy by a central authority tbe purpose of
achieving definite targets and objectives withirsgecified period of
time. Ghatak (1995), is equally quoted definingnpling as a conscious
effort on the part of any government to follow &finliée pattern of
economic development in order to promote rapid &midamental
change in the economy and society.
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@ 1.2 Learning Outcome
At the end of this unit, you should be able to:

1. appreciate the meaning of development plan and lof@vent
planning

differentiate types of development planning

state the need and the importance of developmanhjig

=—=]1.3 Main Contents
1.3.1 Definitions of Development Plan

Planning could be defined as the process of pregariset of decisions
for action in the future, directed at achieving lgday preferable means.
L. Robbins3define planning as a technique, a meaas end being the
realization of certain pre-determined and well defi aims and
objectives laid down by a central planning authyorfthe end may be to
achieve economic, social, political or military ebijives. Therefore, the
issue is not between a plan and no plan, it is éetwdifferent kinds of
plans. Here, we note that planning in general ve®Ildecision or policy
making in different human endeavour, choice of algahoice of

preferable means and future action. We have te,dtatre, that there is
difference between plan and planning as highlightethe subsequent
sections.

1.3.2 Definition of Development Planning

Development plan is defined in Wikipedia, the feeeyclopedia, as an
aspect of national, state or local government pfegnn comprising a set
of documents that set out the authority's poliéied proposals for the
development and use of land in their area. Theldpugent plan guides
and shapes day-to-day decisions as to whether or prenning
permission should be granted, under the system kraswdevelopment
control or development management (very common datl&nd). In
order to ensure that these decisions are ratioatansistent, they must
be considered against the development plan addptetie authority,
after public consultation and having proper regtid other material
factors. In some countries, including Nigeria, hware public
consultations are not given prominent attentiondévelopment plan
according to Myth County4, is a document which ietthe overall
strategy of a local council, provincial or statevgmment or national
government for the proper planning and sustaindblelopment of an
area and generally consists of a written statenaedt accompanying
maps. The plan usually includes the broad aimshef ¢ouncil or
authority for specific topics, e.g. housing, infrasture, community
facilities which are reinforced by more detailediges and objectives.
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Legislative Acts in many democracies require thatisions made
should be in accordance with the development plaless material
considerations indicate otherwise. Although develept plans do not
have to be rigidly adhered to, they provide a fivasis for rational and
consistent planning decisions.

Structure plans may in some cases be preparedantdasis between
two or more authorities (e.g. Federal and StateSwate and Local
Governments). In London and the metropolitan araad,in a few non-
metropolitan unitary areas, authorities producetaupi development
plans (UDPs), which combine the functions of stmuetand local plans
and include minerals and waste policies.

Local plans and UDPs identify particular areas w@taBle for housing,
industry, retail or other uses, and set out the&cjad which the authority
proposes to apply in deciding whether or not dgwelent will be

permitted. The preparation of Local Plans and UDjghges the

community the opportunity to influence the detailpdlicies and
specific proposals for the future development asd af land in their
area. Because the plan forms the statutory basigldmning decisions,
local people are involved in its preparation.

In India Development Plan process is a provindaités subject. There
are various town planning authorities under eaabwvipce/state that
assess the growth of areas, identify suitable dalsousing, industry,
public infrastructure and allocate budgets. Eachthef metropolitan
cities in India has an Agency which is responsifile Development
Planning exercise of the cities.

1.3.3 The Concept of Development Planning

Economic planning, to M. P. Todaro,5 may be désdias the

conscious effort of a central organization to iefige, direct, and, in
some cases, even control changes in the princgaloeic variables

(e.g. GDP, consumption, investment, saving, etica) @ertain country or

region over the course of time in accordance witheletermined set of
objectives. The essence of economic planning isnsesnup in these
notions of influence, direction, and control. Sianly, we can describe
an economic plan as a specific set of quantitas@omic targets to be
reached in a given period of time. Economic plansynbe either

comprehensive or partial. A comprehensive plan isetargets to cover
all major aspects of the national economy. A phpian covers only a
part of the national economy, e.g. industry, adtica, the public sector,
the foreign sector, and so forth.

Development planning, to Barker, happens in maffgréint contexts so
to define it succinctly is tricky. Basically devplment planning refers to
the strategic measurable goals that a person, iaegeom or community
plans to meet within a certain amount of time. Uguae development
plan includes time-based benchmarks. It generdfip ancludes the
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criteria that will be used to evaluate whether ot the goals were
actually met.

Development Planning is the preparation of the Mraent Plan and
other supporting policies, information or studieBieh form the basis
for making decisions on planning applications.

1.3.3 Types of Development Planning
Planning can be categorized into the following:

1. According to structure. This involves architectudasigns and
construction of physical projects like ports, hartsy new cities,
dams bridges, shopping complex etc.

2. according to process. This involves intangible atpef human
endeavour like planning for war, marketing stragegihuman
capital development, performance improvement of kers,
software development, marriage ceremony etc.

3. according to use (industrial, economic, developmesuicial,
health, education etc)

4. according to time dimension (long range, middleggrand short

range) and

5. according to purpose (strategic, contingency, stanagingle use
and programme planning),

6. according to level (strategic and operational)

All the above plans mentioned have a lot of thingscommon,
especially as regards the principles of planningwever, some differ
from others mainly in terms of the type of goalb® achieved and the
strategy of implementation. Although almost anythtan be planned,
the ways in which we make plans and implement tlaeennot always
the same. Different levels of planning have to bedished according
to the aims of the planning process. Both are nalgearts of the overall
process of setting priorities and targets for trganization.

All planning are carried out in two stages, theparation of plans and
their execution.

In terms of development, all structural developm@ans fit into one of
three different categories. These are:

National Development Planning

These are set out in the National Planning Framlewasduced by the
Government. These are developments that would naakegnificant
contribution to the overall success of a countriginternational role.

Major Development Planning

Some categories falling under "major developmemtiude fish farms,
offices, storage and distribution centres, housstates (50+ houses),
waste management or disposal facilities, minerabeiion sites and any
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other development exceeding 5000 square metres.ifVolves selected
areas of interest to the authorities at any givae.t

Local Development Planning

This is the most common form of development and pises small
scale developments including house extensions,arsions, small and
medium housing, and small scale industrial develaps For some of
these types of developments it may not be necessargpply for

planning permission. This is what is known as "péed development”
mostly according to the constitution of the land.

The non-structural or process development planningude the
following:

Nonprofit Development Planning

Development has a particular meaning for nonpafianizations such
as universities and charitable groups. In this exintdevelopment
planning refers to all of the various activitiedated to fund raising:
grant writing, donor relations, capital campaigasaual fund drives and
fund-raising events . The larger the organizattbe,more likely it is to
employ a development officer who may be responsiblea whole
department devoted to development. In short, theldpment officer
elicits and coordinates the donated revenues thkerp a large portion
of any nonprofit budget. Development planning for nanprofit
organization means to set calendar milestonesh#fund-raising goals
and then figure out what activities must be doneduoeve them.

Strategic planning

Strategic planning is the process of deciding whameorganization
wants to get to and why, then choosing from théediht courses of
action available to ensure the best chance ofnggttiere. It helps an
organization to define a clear way forward in resg to emerging
opportunities and challenges, while maintaining ezehce and long-
term sustainability. It usually covers the longnefroughly a minimum
of three or four years, up to ten years). It guithesoverall direction of
an organization by defining its vision and missiand the goals or
strategic objectives necessary to achieve them.

The strategic objectives should be linked to ptimed sectors of
intervention based on the capacities of the orgdioz and other
stakeholders and should include a timeframe and¢ineuevaluation
mechanisms. Strategic planning also includes chgoand designing a
framework which sets out the best courses of actiachieve the stated
objectives. A “strategic plan” is the documentutésg from this
process. One of the key functions of the stratpipn is to guide and
influence the development of more detailed planrahghe operational
level.
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Operational planning

Operational planning is the process of determirfiogy the objectives
spelt out in the strategic plan will be achieved the ground”. This is
done by working through a series of steps, idemtfyor refining more
detailed objectives at each level, linked to thgeclves in the strategic
plan. These objectives can then be grouped andizeghinto “plans”,
“programmes” and “projects”. Operational planningually covers the
short term (between several months and three yeéms)rder to
translate strategic objectives into practical ressuhe required actions
need to be planned (in a work plan), along withrtbests (in a budget),
how the work will be funded (in a resource mobiiiaa plan) and who
will carry out the work.

The relationship between strategic and operati@tehning is also a
cyclical process, with the experience from operstigplanning being
used to inform strategic planning,

and strategic planning then informing the generaleation of

operational planning. Operational plans are oftesdenup of several
“programmes”, which are in turn made up of seviradjects”. Projects
and programmes consist of several activities, wrdoh the smallest
elements for which we plan.

Personal Development Planning

Many employers ask their employees to write dovwairthersonal goals
in a formal process that they call personal devalem planning. One
person may write a development plan that is focuseédvancing her
career through additional education. Another péssdavelopment plan
may involve planning for retirement, while still @her person's
development plan might include losing a specificoant of weight or

starting a program of exercise. Usually some of {hersonal

development plan goals have to relate to the jedlfjtbut progressive
companies like Monsanto, for example, encouragesthgloyees to set
targets that are specifically meaningful to theivibal. The personal
development plan may become part of a company'siadnreview

process.

Individual Development Planning

Post doctoral fellows use a development planniracgss to organize
their plan of study into a document called the widlial Development
Plan, or IDP. This provides a mechanism for thdowelto assess
himself. Then he has a set of written goals fomuretgrowth or
achievement based on a time line for which, acoagrdd the plan, he is
held accountable by a mentor.

Professional Development Planning

Several states including Missouri and Wisconsirumegstate certified
teachers to create a professional development plas.document is a
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permanent part of the teacher's personnel filét, ieachers write goals
related to their career, about what they intendidoto become more
effective in the classroom, and about how they willfill the
requirements to obtain continuing education creditsachers who fail
to produce a professional development plan on tn@s risk losing
their teacher certification in the states whichuiegl one. The school
principals or district supervisors hold teachersoantable for the goals
in the development plan.

Urban Development

Development planning also happens in cities andneconities. Urban

communities with a lot of vacant buildings may decto engage in a
development planning process to plan how to rezéan area. This is a
necessary step in order to qualify for state taedits and federal and
other funds that will allow the renovations to happFrom architects, to
city planners, engineers, investors and residevsryone who will be

involved in the actual development should be pérthe development
planning process.

Performance Development Planning

The Performance Development Planning (PDP) proeesbles you and
the people who report to you to identify their meral and
organizational goals that are most significant twryorganization's
success.

The process enables each staff person to undersft@ndtrue value
added to the organization.

They do so when they understand how their job drel requested
outcomes from their contribution "fit" inside yodepartment or work
unit's overall goals.

Performance Development planning is a rich oppatguor employees
and managers to plan for an individual's develogmeith an eye
toward the department's future needs. In addittometiewing current
goals and accomplishments, performance managenmsusdions can
also focus on the future.

The development planning aspect of the conversayoigally includes
three categories:

1. Knowledge
2. Skills
3. Personal attributes

Sometimes managers are hesitant to talk about @mweintal goals
because they don't want to lose a valued emplode2002 study by
Towers and Perrin showed that career advancemedripities and
professional development opportunities are amomegtdp five factors
for retaining employees. (Career advancement is éurt.)
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To Massachusetts Institute of Technology — MIT, féxenance
Development (PD) = Performance Management + Employe
Development

Performance development is a broad term that irsluderformance
management and employee development. It describesh b
managing/assessing the work that needs to be dodepeoviding
opportunities for professional growth and developme

Benefits of Performance Development

There are tremendous benefits to managers, employaad
organizations that invest time and thought into fqremance
development practices. When done consistently agit] these practices
result in better performance on the individual anganizational levels,
higher satisfaction and morale among staff, redentiof strong
performers, and an effective means for correctmgy performance.

Personal Developmental Goals

In the process, staff members also set personalaj@wental goals that
will increase their ability to contribute to the ceess of your
organization. The accomplishment of these goal® gmsvides a
foundation for their career success whether in yorganization or
elsewhere, so they ought to be motivated and eka@t®ut achieving
these goals.

Your system of Performance Management, with the PBitess for
goal setting and communication, will ensure that yoe developing a
superior workforce. As one CEO remarks daily, "Tdrdy factor that
constrains our growth is our ability to hire a supeworkforce.” Why
not grow that talent from within your organizatiaa well?

PDP meetings are held at least quarterly to rewiesv staff person's
progress on the overall goals and objectives.

Your staff person’'s progress on the action plaasrésult from the PDP
goals is reviewed at your weekly one-on-one meetiilgs weekly

meeting allows you to offer assistance and to ifleany help or tools

the staff person needs to succeed.

Guidelines to Make the Performance Development Planing
Meeting Successful

. Schedule the Performance Development Planning ngeetnd
define pre-work with the staff member.
o The staff member reviews personal performanceHerquarter,

writes business and personal developmental goasidm the
PDP form and gathers needed documentation, incu@®60-
degree feedback results, when available.



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

. The supervisor prepares for the PDP meeting bylgléafining
the most important outcomes needed from the s&fqn's job
within the framework of the organization's strategian.

o The supervisor writes business and personal devedofal goal
ideas on the PDP form in preparation for the disicuns

. The supervisor gathers data including work recadd reports
and input from others familiar with the staff parsowork.

o Both the supervisor and the employee examine hevethployee

is performing against all criteria, and think abcareas for
potential development) The supervisor develops a plan for the
PDP meeting which includes answers to all questabaut the
performance development planning process with elesnp
documentation, and so on. Recognize that this process takes
place quarterly and that the most time and workiawested in
the first PDP meeting. The rest of the quarterlyPRjoals, maybe
for years, update the initial goals.

o So, while seemingly time-consuming on the front,ethé PDP
process, with a formal, effective foundation ofidgdersonal and
business goals, is less time consuming as qurss

o The PDP continues to create organizational and @yepl
success and value during its lifetime. With qudytapdates, the
PDP process contributes into the future.

o During the Performance Development Planning (PD&gting

o Establish a comfortable, private setting and ehfgtv minutes to
establish rapport with the staff person.

o Discuss and agree upon the objective of the meetingreate a
performance development plan.

o The staff member is given the opportunity to discube
achievements and progress accomplished duringuitieey.

o The staff member identifies ways in which he wolilce to

further develop his professional performance, iditlg training,
assignments, new challenges and so on

o The supervisor discusses the employee's performéocehe
guarter and suggests ways in which the staff menmbight
further develop his performance.

. The supervisor provides input to the employeescset! areas of
personal and professional development and impromeéme

o Discuss areas of agreement and disagreement, aach re
consensus.

o Examine job responsibilities for the coming quarterd, in
general.

o Agree upon standards for performance for the kel jo
responsibilities for the quarter.

. Discuss how the goals support the accomplishmentthef

organization's business plan and the departmédrjestoves.

10
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o Set goals together for the quarter.
. Agree upon a measurement for each goal.
o Assuming performance is satisfactory for the quadgree on a

personal and professional development plan witrstag person,
that helps him grow professionally in ways impottemhim and
to your organization.

o If performance is less than satisfactory, developwitten
Performance Improvement Plan (PIP), and schedulee mo
frequent feedback meetings. Remind the employeethef
consequences connected with continued poor perfarea

o The supervisor and the employee discuss the eng®ye
feedback and constructive suggestions for the sigmerand the
department.

o Discuss anything else the supervisor or employeeldvike to

discuss, hopefully, maintaining the positive anchstoictive
environment established thus far, during the mgetin

o Mutually sign the Performance Development Planmogument
to indicate the discussion has taken place.
o End the meeting in a positive and supportive manfidre

supervisor expresses confidence that the employaa c
accomplish the plan and that the supervisor is |abia for
support and assistance.

o Set a time-frame for a formal follow-up meeting,ngrally
guarterly. | recommend you set the actual datéoibaw-up.

1.4  Essence of Development Planning

Bashir Olayinkal0 observes that development plapriias become one
of the main instruments of achieving a higher growdte and better
standard of living in many less developed countfi€3Cs). Planning in
different forms has also been accepted as an iempopblicy instrument
to attain specific targets in most LDCs. It is ueqtly advocated as an
alternative to the market mechanism, and the usearket prices, for
the allocation of resources in developing countriés a holistic
approach to development in developing economigepinotes the idea
and practice of matching development planning witbnomic planning
as the economy is regarded as the bedrock forianfetdevelopment.
Bashir further observes that economic visions agdams, essentially,
cannot be realized without viewing developmentaliés in a holistic
way which entails improvement in all human endeavdm this sense,
development surpasses the economic criteria oftezasored by
economic growth indices and must be conceived of as
multidimensional process involving changes in docsructures,
destructive attitudes, ineffective national indtdns and plan for an
increase in par capita output. Thus, developmerimhg presupposes a
formally predetermined rather than a sporadic actowards achieving
specific developmental results. In essence, ecangu@nning entails

11
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direction and control towards achieving set obyesi Following this

line of thought, Jhingan, (2005) as quoted by Olkyj] sees

development planning as a deliberate control angction of the

economy by a central authority for the purpose dfieving definite

targets and objectives within a specified periodimie. According to

Ghatak (1995), planning can be defined as a consatfort on the part
of any government to follow a definite pattern obromic development
in order to promote rapid and fundamental changieneconomy and
society.11 Bill Gibson consider more modern coniogstof planning to

be distinguishing efforts that enhance the marketation from those

that would substitute for the market mechanism. s@ib notes that
planning in latter sense was attempted in the $&gon and to some
degree in India in the immediate post-war periodieked, it was largely
the success of the Soviet Union in raising perteapcomes in the first
half of the twentieth century that demonstrated ¢hestence of a
practical alternative to market allocation. Soyetformance impressed
policymakers in developing economies who had cammsee the market
as inadequate to the task of industrialization.nBieg the unplanned,
anarchistic nature of capitalism for the slow patgrowth, developing

economies looked to planning as an attractive redtere to unstable
commodity prices, dependency and the imperialisrired trade as the
French Marxist A. Emmanuel, put it.

Planning without enforceable command and controthrarisms was
widespread in the immediate post-War period. Thé@ddnNations and
other sources even withheld development aid urdgdan was in place
and as a result, planning ministries became comtaoeghroughout the
developing world. Planning models that demonstrdted foreign aid
could be coordinated to achieve maximum impact oowth and
development were especially popular. Most econam&ireed that
market failure, including externalities, informate asymmetries and
public goods, was more prominent in developing thardeveloped
countries. Perspectives differed significantly dre textent to which
government could improve outcomes by realigningisdoand private
costs. In standard theory, a properly tuned setarés and subsidies
could repair markets that failed and public settstitutions could fill in
when markets were missing altogether.

In anyway economic development planning is conakiwge can say
that the aim of all the plans is to utilize the iéadale resources more
effectively achieving the well defined objectivasrihg given period of
time.12 We are now apt to view the essence or itapoe of

development planning as given in Study Point, 3¢, 2011.

Increase in National Income- The objective of planning is to utilize
the resources of the country in such a manneritisabuld increase the
size of national income. In the developing coustn®anning is very
useful for increasing the production of the country

12
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Superior Decisions- The decision of planning authority are more
superior as compared to the individuals. Planninthaity keeps in
view the interest of the whole nation. It prepaties plan keeping in
view the economic condition of the country.

Achievement of Full Employment- In the less developed countries
and in the advanced countries the objectives airpiey is to achieve
full employment in the economy. The main objectieéshe planning is
to create jobs for the people of the country.

Equal Distribution of Wealth:- In the capitalistic countries the gap
between rich and poor is increasing. It createsab@vils. Through
planning we can reduce the inequalities in income.

Elimination of Regional Disparity :- Through planning the regional
economic disparities can be removed. In the platigp fund can be
allocated for the development of backward areai the one of main
objective of planning that there will be reductiam the regional

disparity.

Improvement in The Balance Of Payment The balance of payment
of developing countries remains deficit. It advérsdfects the rate of
economic growth. Through planning government cauce the imports
and can increase the exports.

Balanced Economy- If one sector of the economy is developed the
country will not achieve maximum rate of developmemhrough
planning resources of the country can be allocasiesdich a manner that
it provides balance to the economy.

Control of Economic Crises- Due to economic crises, economy faces
many problems. Through planning depression can dsgralled and
production can be increased.

Solution of Over Populatiorn- When the size of population is greater
than the size of natural resources it can be afjusirough effective
planning.

Self Sufficiency In Food :- Each country wants to become self
sufficient in food. So this objective is also asled through planning. In
the each development the target was proposeddaaghiculture sector.

Industrial Development- Today without industrialization no any
country can improve its economic condition. For #stablishment of
new industries, planning is very effective.

Increase In welfare Program- The provision of social services is main
aim of the planning. For example some developingntges plan
various facilities like housing, schooling, trangpand water provided
to the people.

Increase In Capital Formation:- Without increasing the rate of capital
formation, we cannot increase the rate of develogmin the less

13
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developed countries rate of saving is very low dneé to this rate of
investment is low. Through effective planning wen ¢acrease the rate
of savings in the country.

Elimination of Poverty:- Through planning we can increase the rate of
economic development in the country. National ineoamd per capita
income will rise and poverty will remove.

v/

1.5 Summary
The economic principle of competition between seamesources and
unlimited human wants calls for planning to arraryger priorities in
order of preponderancy. As such national developmgianning
involves identifying goals that give maximum benhédi the people out
of the available resources. With planning, a couktrows where it is
going (goal, end), knows what will take it theree@ns,) and how it will
get there (strategy). Thus planning serves as dnrap of a country
towards development.

We have succeeded in pointing out the need andntipertance of
planning for individual, national and internatiorddvelopment. At the
international level, the rising aspiration of ‘T¢hiWorld’ countries to
catch up economically with the advanced industralons as rapidly as
possible, the failure of the market system to tedwe of certain human
needs and the desire of the advanced nations e $pgamong equals,
made development planning a key function of govemimof every
nation. Planning has come to be accepted, theredsran essential and
pivotal means of guiding and accelerating econorgrowth in
underdeveloped countries and means of scientifiscodery and
advancement in the developed world. Different typéglanning are
available for achieving whichever goal is set by aauntry in the world
today. These are categorized according to structuachitectural
designs and construction of physical projects; aling to process -
intangible aspects of human endeavour like planfongvar, marketing
strategies, human capital development, performangeovement of
workers, software development, marriage ceremoogpraing to use -
industrial, economic, development, social, headtthycation; according
to time dimension - long range, middle range, amattsrange; according
to purpose - strategic, contingency, standing,lsinge and programme
planning; and according to level - strategic andraponal planning.

14
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u:i 1.7 Possible answer to self-assessment exercisewghin

the content
Self-assessment exercise 1

Which type of Planning would you recommend to aal@wing country
that aspires to catch up with the advanced natbtise world?

Answer

Strategic Planning can be recommended for thattcpun
Self-assessment exercise 2

Give reasons for your choice of the type of plagnin
Answer

Strategic planning is recommended for that counégause it is the type
of planning a country would require when it is fegimyriads of

problems that hinder its progress. With strategialgsis of strength,

weaknesses, opportunities and threats of the opUdtirategic planning

would help the country decide where it wants to tgeand why, then

choose from the different courses of action avéaldb ensure the best
chance of getting there. It would help the coundrylefine a clear way
forward in response to emerging opportunities ahdllenges, while

maintaining coherence and long-term sustainabilitysually covers the
long term goals (roughly a minimum of three or fo@ars, up to ten
years). It would guide the overall direction of t@untry by defining its

vision and mission and the goals or strategic dives necessary to
achieve them.
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UNIT 2: MODELS AND THEORIES OF DEVELOPMENT
PLANNING

Structure

1.1 Introduction
1.2  Learning Outcome
1.3  Main Content
1.3.1 The Concept of Model
1.3.2 The Basic Types of Planning Models
1.3.3 The Aggregate Model
1.4  The Sectoral Planning Model
1.4.1 Inter-industry Planning Model
1.5 Decentralized model
1.6 Linear programming
1.7 Summary
1.8 References/Further Reading

1.9 Possible answers to self-assessment exerc)sewifsin the
content

./ ]
@ 1.1 Introduction

Planning models, according to M. L. Jhingan, haeerbincreasingly
used in underdeveloped countries for the drawingofipplans for
economic development. A model expresses relatipgshamong
economic variables which explain and predict past &uture events
under a set of simplifying assumptions. In otherdgp a model consists
of a series of equations, each of which repredhetgssociation among
certain variables. In this sense, a planning modela series of
mathematical equations which help in the drawingodipa plan for
economic development. Broadly, a model may haveogemdbus and
exogenous variables. Endogenous variables are thbsse values are
determined from within the system such as natiomratome,
consumption, saving, investment, etc. On the othed, exogenous
variables are determined from outside the systerh as prices, exports,
imports, technological changes, etc. A planning ehodpecifies
relationships between endogenous and exogenowabiesiand aims at
ensuring the consistency of the proposed plan feonemic
development. "It is meant to yield an optimally draded collection of
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measures known as Model Targets, which can help plla@ning

authority in the drawing of an actual plan." A UNudy defines a
planning model as that based on precise knowledggium and long-
term economic aims, which is mathematically exprdga the form of;

preference function and reflects the initial coiis of the economy
including economic policy measures already propoaed show the
most probable path of economic development. 13

Planning models according to Jhingan, are of thypes: aggregate,
multi-sector and decentralization. All other modilsto these three.

The usefulness of planning models in actual plakingaare: "(a) to

provide a frame for checking of the consistencyher optimality of the

official plan targets; (b) to provide a frame fdretactual setting of
targets; (c) to provide a frame for the evaluatemd selection, of
projects and (d) to provide an insight into theisture of the economy
and its dynamics to help policy decisions.

@ 1.2 Learning Outcome
At the end of this unit, you should be able to:

1. appreciate the concept of a planning model
2. differentiate the basic types of planning models

— 1.3 Main Content
1.3.1 The Concept of Model

M. P. Todarol5 defined a model as an organizedfsedationships that
describes the functioning of an entity, whetheb# the individual
household or firm, the national economy, or thel&veconomy, under a
set of simplifying assumptions. M. |. Jhingan, aos part sees a planning
model as a series of mathematical equations whegh in the drawing
up of a plan for economic development. The two rdedins, here,
indicate to us that a model is made up of variatiles have organized
relationships and equations among them showing dmowentity, (eg. an
economy or a country) functions. These variables iaternal and
external.

In the context of planning, economic models providelogically
systematic and internally consistent operatioraintework based on an
important set of structural interrelationships e teconomy. These
interrelationships can be expressed in meaningfahtjtative terms and
then formulated as a guiding programme for futuegedbpment. The
choice of a particular model depends upon a nurolbeariteria. The
most important of these include the existing stagfe realized
development, the availability of adequate stassaod the role of the

18
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government in the economic process. Models consithe following
three basic structural elements;

1. a set of variables,
2. a list of fundamental relationships, and
3. a number of strategic coefficients.

Planning models can be classified in several difereategories:16
aggregate, main sector, multi-sectoral, regional @noject specific
models as quoted from Chowdhury and Kirkpatriclg94). Jhingan, on
his part, classify them into only three - aggregatailtisector and
decentralization models with all other ones reawfittinto these three.
Planning models are useful for several reasons.ndst obvious is that
they allow policymakers to form quantitative estiesaof the various
trade-offs in preparing development policies. Piagnrmodels reflect
the accounting regularities and conventions of omati income and
product accounts, balance of payments and inconge expenditure
balances of the public sector as quoted from Tayl879). Analytical

models combine behavioral equations with accounitd@ntities from

these sources. As a result, the planner becomere avdimitations

imposed by the adding-up principle implicit in tbederlying accounts
and limitations on the degrees of freedom of theampaters that
determine behavior. These behavioral parametersbeanalibrated to
the data, but usually imperfectly with some degyearbitrariness. The
resulting analytical models can comb out inconsisies in the way in
which policymakers believe the economy is workifige models also
enhance communication, adding clarity to discusswithin the policy

establishment as well as been these individuals @oldicians, the

public and other interested parties, such as N@@s. advantages of
rigor are limited in that relying on abstract foraions can in itself
inhibit communications, but this can be minimizedtkaining seminars
or forming teams incorporating individuals who pess the required
interpretative skills.

Planning models also serve as means of commuoncatith outside
aid agencies, signaling donors that donated resswdl be used wisely
and in ways consistent with the broad developméieatives. They
communicate the thinking about how the resourcef e best
employed and the explicit assumptions (behaviorarameters,
elasticities and the like) underlying the model da reviewed and
evaluated by outsiders. Inappropriate assumptiansbe identified and
removed.

To be useful, a planning model must pass the dask that is, the
model must appear to be convincing to readers atedurom (Gibson,
2003). The model must resemble the actual econorogetted; in

particular it should not be possible to observe ewen compute
characteristics of the model that are widely atiarare with how the
economy is perceived to work. If critics are aldeptoduce evidence
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that a model does not look like .our economy tleglitiility of the entire

project can be seriously undermined. Critics casmiis or raise
spurious objections to otherwise accurate and usefadels for

perceived inconsistencies. Thus all propertieshef models should be
carefully constructed to agree with published sesirc

1.3.2 The Basic Types of Planning Models

Planning models can conveniently be divided inteehbasic categories
according to the degree of structural complexity Hre particular use to
which the model is being put.

1.3.3 The Aggregate Model

The first and simplest type of planning model is #ggregate model
which deals with the entire economy in terms of hsiaggregate
components as consumption, production, investmseing, exports,
imports and the like. Aggregate models, accordiogJhingan, are
models thattrace the optimal paths of developmemtrtone of such
economy-wide aggregates; income, saving, consumptiovestment,
etc. The HarrodDomar Models and the Two-GapModedscansidered
to be of this type. But it is not possible to bulighly aggregative
models in Under Developed Countries (UDCs) becaisthe lack of
accurate data and computational devices. Aggregatiels are usually
used to determine possible growth rates of GDP wumsitaplifying
assumptions like that of the Harrod-Domar modelclvhéssumes that
limited capital resources constitute the major t@mst on economic
development. In countries where inadequate forexghange reserves
are felt to be the principal bottleneck inhibitiegonomic growth, the
aggregate model might concentrate more on exponforts, terms of
trade fluctuations and sources of foreign finaneissistance. In either
case, the aggregate model usually provides onlyoaghr first
approximation of the general directions which aoreeny might take.
As such, it rarely constitutes the operational ttgw@ent plan. In most
instances, the projection of aggregate componeft&SDP merely
provides a general overall framework or initialggdn the formulation
of a comprehensive development plan.

Aggregate planning models are indicative of theept&l growth path of
the economy and can be used to generate varionarsze ranging from
pessimistic to optimistic. They can also be usedl@étermine optimal
accumulation paths far into the future. It is ofiehe most well-known
models in economics employs the calculus of vannetito find the
optimal savings rate, the one that maximizes tlsealinted value of
future consumption.

1.4  The Sectoral Planning Model

The sectoral model, to M. P. Todaro, comprises fwodamentally
different approaches to development programming fliist approach,
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attempts to divide the economy into two or morenregctors such as
agriculture and non-agriculture, or the consumpiijmods sector, the
investment-goods sector, and the export sectar,eiih a view towards

formulating a complete plan based on the co-ordohactivities of these
principal sectors of the economy. We shall callstmore detailed

approach the complete main-sector planning modale@nd approach
has been to concentrate on levels of productioncandumption, not of
the entire national economy either as a uniqudyeati as a composite
of a few main sectors, but rather to investigateghssibility of growth

in a single individual sector. In this type of apach, which we shall
call the singlesector project model, growth prospét isolated sectors
are assessed on their own merit and specific indugirojects are

drawn up on the basis of this partial analysis.

The single-sector project approach is most oftedewaken in those
economies where statistical data for an aggregateomplete main-
sector model are lacking even though detailed mégron may exist for
one or more individual sectors. The main drawbaskthat the
development plan, if based exclusively on a setfom@ject approach,
often looses its desirable aspects of internal istercy, and more
important, overall feasibility. Rather than a wetlo-ordinated
programme of action, the plan could easily emergeaahaphazard
collection of assorted development projects with @pparent
interconnections.

The project approach to planning has been utilp@darily in African-
type economies where the industrial sector is siilits infancy and
statistical data is often crude and incomplete. d&dier five-year plans
of Ghana (1959-64), Nigeria (1963-68), Kenya (188470), Tanzania
(1964-69/70) and Uganda (1961/62-65/66), coulddsedbed generally
as sectoral project plans although considerabteteffas exerted by the
Planning Ministries of these countries to co-ortinas best they could
the individual investment projects in the lighttbie limited statistical
information available.

M. L. Jhingan gave Todaro’s sectoral model a simi@me as
Multisector Planning Model. They are designed to nrext
macroeconomic aggregates with the sectors consgttite operational
content of the plan. The Mahalanobis Two-Sector &udirSector
Models are of this type. Multisector models areoadet in terms of
input-output models. Further, optimising or line@rogramming
modelsare also multisector planning models. Theyerak the
consistency models of the input-out type to optation of income or
employment or any other quantifiable plan objectivader the
constraints of limited resources and technologicainditions of
production. Such models can be static or dynant&ticSmodels solve
the systems of equations for optimal solution iatren to a single year,
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while dynamic models explain the optimal growthlpaver entire plan
period

1.4.1 Inter-industry Planning Model

The third and most sophisticated approach to praprio M.P. Todaro,
is the interindustry approach in which the actastiof all productive
sectors of the economy are interrelated with ormhear in the context
of a set of simultaneous linear equations exprgssime specific
production processes of each industry. Direct awddrect repercussions
of exogenous changes in the demand for the proddicay one sector
on output, employment, and imports of all othertsec are traced
throughout the entire economy in an intricate wéle@nomic inter-
dependences. Given the planned output targetsdohn sector of the
economy, the inter-industry model can be used tderdene
intermediate material, import, labour, and capiegjuirements with the
result that a comprehensive economic plan with milytuconsistent
production levels can be constructed. Interindustndels range from
simple input-output models, usually consisting odni ten to thirty
sectors in the developing economies and from thotyour hundred
sectors in advanced economies, to the more congdica
linearprogramming activity analysis models whereatts of feasibility
and optimality are built into the model in addititm the criterion of
internal consistency that is the distinguishingudea of the input-output
approach.

Interindustry models, especially of the programmingriety, are
primarily applicable in economies that have achdezeninimum degree
of industrial development as characterized by aiggnt volume of
interindustry transactions. However, simple inputput models have
been put to a number of useful tasks in those dpired economies
which have begun to move along the path of indaistation.

1.5 Decentralized model

These models have sector or project level variableish are used to
prepare models for individual sectors or projeStsch models are useful
in the early stages of a country's economic develeqm when
information is available for only individual secsoor projects.

1.6 Linear programming

Generically, linear programming models belong tdass of models in
which price plays a secondary role. It is not thdates are entirely
absent, but rather that they are computed as aguables in a scheme
that holds the relationship between prices and tijiesn fixed. As an

example, linear programming was used in variousarptay models that
tried to maximize employment by choosing a sectpadtern of output
consistent with a foreign exchange constraint enesother supply-side
limitation.
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9
1.7 Summary
Planning models are tools or techniques for shapmgding and

controlling development plans through the intedctiof their
endogenous and exogenous variables.

We have got to know that a planning model is anaoizpd set of
relationships that describes the functioning oéatity, whether it be the
individual household or firm, the national econonoy, the world

economy, under a set of simplifying assumptions.

Models are meant for drawing up of plans for ecoicatlevelopment. A
model explains and predicts past and future eventter a set of
simplifying assumptions. A model may have endogenariables such
as national income, consumption, saving, investnam exogenous
variables such as prices, exports, imports, teciyicdl changes, etc.
These variables interact with each other which tadly lead to Model
Targets, used in the drawing of an actual plarahRihg models include
aggregate, decentralization, main sector, multiesat regional and
project specific models. Models assist in checkpten targets, setting
of targets, evaluation and selection, of projectsl delp policy
decisions.
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u:i 1.9 Possible answers to self-assessment exercgew(thin

the content
Self-assessment exercise

Identify and explain the planning model adoptedN\ageria and many
other African Nations after their independence.

Answer

The model adopted by Nigeria in her First NatioDalvelopment Plan
after independence ie 1962 — 1968 was SectorahiPigrModel. The

model was found to be suitable for a young develgpmpiation with lack

of development in many sectors while the countryedgually facing

funding problem. In addition there was lack of istadal data or the data
available was often crude and incomplete for arreggge or complete
main-sector model even though detailed informatiway exist for one

or more individual sectors. The industrial sectaaswn its infancy.

Hence some selected key sectors such as the agrécidector, the
consumption goods sector, and the export sectar, atere given

priority with a view towards formulating a complgtéan based on the
coordinated activities of these principal sectofsh® economy. The
planning model adopted was designed to connect aeasnomic

aggregates with the sectors constituting the operat content of the
plan.
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UNIT 3: POLITICS OF DEVELOPMENT PLANNING
Structure

1.1 Introduction

1.2 Learning Outcome

1.3  Main Contents
1.3.1 The Concept of Politics in Planning
1.3.2 Nature of Politics in Development Planning
1.3.3 Political Behaviour of the Planner

1.4  Case Study on Politics of Planning

1.5 Summary

1.6 References/Further Reading

1.7 Possible answers to self-assessment exerc)sevifsin the
content

@ 1.1 Introduction

Power and politics, according to Bayezitl8, areptieembedded in
planning. Hence the idea of controlling cities aadions via planning is
as old as the city-states. Foucault (1976) is qubteBayezit that every
political debate in the eighteenth century onwantsuded discussions
on urbanism, architecture and facilities of comniié®. Yet, it is not
only through planning or infrastructure that powercomes tangible but
also through a range of political techniques (GEst&997), quoted by
Bayezit. Therefore, instead of speaking of theumrfice of power and
politics in planning, it is important to refer thet mutual relationship
between these three notions, thus, discuss tlogyribf power, politics
and planning.

Although planning and politics share many individssakeholders,
planners and politicians often end up answerabthfterent stakeholder
groups and working to different timeframes

One criticism sometimes levelled against politisias their inability to

see beyond the next electoral cycle. This criticisnparticularly acute
when dealing with 25 or 50 year growth targets, cvhmay spell

significant change for key electorates. Plannerghenother hand are
often used as a scapegoat for bad (or lack ofsaermaking.
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@ 1.2 Learning Outcome
At the end of this course unit you should be abie

1 what politic in planning is
2. Appreciate the nature of politics in developmeiinpiing
3 state the various implications of political behavioplanning

Main Contents
1.3.1 The Concept of Politics in Planning

Politics and by implication, politics of planning the use of strategy
and tactics to compel or cajole elected officialsfers and special
interest groups toward the goals you have setwe had set for you.

1.3.2 Nature of Politics in Development Planning

Richard sees the art of planning to be about pahieking, politics and

power. Hence power of politics, planning and ecopare taken as
important determinants of socio-spatial inequalitidcor instance,
Harvey (2006) as quoted by Bayezit states that,ctash of different

powers, e.g. economic and political, generates emegeographic
development. In this sense, socio-spatial inedaslitare explored
through the relationship of these powers. To Ridhhowever, you do
not have to be a politician to play political haatilb How can we

achieve anything if we do not want to know the damias of the game?
We go around telling people that our truth will #e¢m free, but we are
clueless about the political reality needed to ewhiit. In any culture
there are ways to achieve cultural change, butrgast understand the
local rules before you can achieve anything. Qiligecontrary, we have
a bad habit of taking enlightened statutory goald aaking them

tedious, onerous and overly complex through an ahtnative rule-

making process.

We tend to leave the larger political sea changebe primary special
interest protagonists who are polarized between degelopment
industry and the environmental constituency.

Most planners use the word “political” as a pejweaterm. It usually is

used when referring to elected officials who getha way of us doing
our job. The latter is usually caring out developineodes or land use
plans created by past elected officials. We seminerent lack of logic

on our part when we do not want the current eleofédials to change

the rules created by previous elected officials.

Many of the more politically astute planners evaiijuchange careers
and become community development directors, citgagars or county
administrators. It would be fair to characterizectsypeople as “paid
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politicians.” Political, strategic and organizatmplanning skills are as
important as land use planning skills to such peopbr some reason,
such people become appointed officials and do roitwo be an elected
official. This is probably because they like bethgir own boss and do
not function well as part of a governing body.

1.3.3 Political Behaviour of the Planner

The Planner as a “political animal” should be guidby the
following:

1. Learn to lobby and negotiate behind the scene.

2. If you expect good public policy to reveal itself a public
hearing, then you are gambling with the outcomeodspublic
policy is created by the dialogue and collaboratibat occurs
before the public hearing.

3. Working behind the scenes does not mean you lieismrepresent
the facts. Indeed, it will be the strength of yoword and
character that people will come to rely on.

4. Develop a broader understanding of how the otheegunent
agencies and special interest organizations indolaetually
function.

5. Identify both the visible and the invisible moversd shakers.

6. Determine what it is a decision-maker is passiorateut and

what it is they want to achieve.

7. Let those with the political power think that yogreat idea is
their great idea.
8. By the way, here is some parting political advicem the

Chinese warlord Sun Tzu:

“Plan for what is difficult while it is easy, do whis great while it is
small. The difficult things in this world must bemrk while they are
easy, the greatest things in the world must be damk they are still
small. For this reason sages never do what is,gaedtthis is why they
achieve greatness.”

As planners there are a few things that we camodeetp maintain the
necessary balance between procedural certaintypahitital flexibility
to ensure that the impact of political actionsthey legislative changes
or imposed growth targets, do not affect our abilit continue to deliver
truly sustainable development

Recognise the political drivers — Planning does east in a bubble,
being aware of the political landscape, includingc®ral cycles and
public opinion can help you a much better undeditan of what
development is likely to be approved, where andoirtgmtly, when.

This is important whether you’re working for coungovernment or for
a consultancy.

27



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

a. Keep your eye on the big picture- planners is supposed to plan
for everyone. Take a collaborative, not combatiapproach
when negotiating an outcome. Remember that eacél lel
government may have its own agenda but that wheyocd
outcome is delivered, everyone wins.

b. Be part of the conversation- Political mandate is derived from
local communities. Involvement with the conversasiothat
inform public opinion or political policy doesn’'taie to be
adversarial and shouldn’t be left to the last meniWith planning
and community engagement being increasingly intereoted
there are some organisations that offer a usefsburee for
engaging with people in a meaningful way.

C. Advocate — When the conversation turns to planning and the

action (or inaction) of planners, don’t be afraid @dvocate for
your profession. Planning is too often used asapesgoat by the
press and by politicians to explain why somethiras lfor has
not) happened. There are many avenues through whighcan
make your voice heard and offer a counterargumlanners
help make the world a better place, be proud oftwba do.

1.4  Case Study on Politics of Planning

(The Case of Istanbul Municipal Council, Turkey)té&fthe opening of
the Istanbul Metro in September 2000, surroundofgss stations have
become attractive areas for investment. Althougluraber of shopping
malls opened within close proximity to the Blylkelexis regardless of
the Metro connection before the Metro was builtnednvestments have
been made considering this advantage. These incMegocity, a
shopping mall, office and residence complex conegriof three
buildings with 24-26 floors, opened in 2003 at Lewyent Metro station.
Later on in 2005, Cevahir Shopping Mall, the bigggepping mall in
Europe and the second biggest in the world (in 2Qfpened at the
Sigli/Mecidiyekdy station. In 2006, Istanbul also gadhan extraordinary
building structured like a canyon, comprised ofrfloors of shopping
mall and separate buildings for offices and fli&&anyon combined the
features of street-shopping and shopping in a mwih its peculiar
design (Kanyon AVM, 2011). All three buildings hasligect access to
the Metro stations and passengers can accessdppiis malls without
going over ground.

In a personal interview with a real estate devaldq@@l1) it has been
mentioned that investors see the metro link tostm@pping malls as an
advantage, likewise, customers prefer shoppingsmath connection to
the Metro. Therefore, it is possible to state tkiee@ Metro creates
additional urban rent by offering direct accessutd from the shopping
malls.

Later developments such as the Diamond of Istarbubai Towers,
Trump Towers, Zorlu Center and other residential affice buildings
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are projects that have been subject to legal extsra result of the ways
in which they were authorised by the Municipal Cadlrmespite not

being a part of the local development plans. A®sult of exclusive

construction rights given to these plots, valuesrdase and the
economic gain for the investors of these buildingscomes larger
compared to the other investors in the area. Therefinequalities

occur.

From the quotation above, we can understand thanh tplanners
sometimes do favour certain projects and allocdtglaly valuable plot
of land for its execution.

SELF-ASSESSMENT EXERCISE

Examine critically the reasons for government ratongy some
public structures like motor parks, markets and e
workshops in a town or a city.

Planning process and infrastructure developmeitgtanbul are used in
order to explain socio-spatial inequalities in #ontext of politics of
planning. In Istanbul, plan amendment process kasrhe a major issue
especially within the last decade. The Municipau@al of the Istanbul
Metropolitan Municipality makes decisions on theture of the
development of the city in limited time, with lired participation and
regardless of the approved Urban Master Plan a@dsiln this sense,
the municipality (re) distributes the wealth andbarr rent and yet, no
regular scheme is applied for the participation different interest
groups to this process. Therefore, tension betwdi#farent interest
groups has climbed in some years. For instancdegsimnal chambers
such as the chamber of urban planners and chanfitzclutects have
sued the municipality on a number of occasionsa Aine, public will to
protect an urban park (Gezi Park) in its currentmfoagainst
government’s plans of demolishing it and resurrgcbld army barracks
to be used as a shopping mall/hotel complex, onggered a country-
wide resistance.

This shoes some elements of democracy in the pignprocess.
However, power relationships between different icto the process are
likely to influence the decision making processtdrms of democracy...
it is based on pluralism (not on consensus). Deessi(proposals) are
brought to the agenda of the Council based on Mayworruling party’s
will. Council decide to say yes or no to these siecis (mentions that
the ruling party would have the majority anywaygrdfore, they would
have the final word). Meanwhile, people who are agipg to the
decision can present their positive or negativevsieThey may mention
that they do not agree with the decision. If tlzeg in the planning
commission, they can place declaratory clause eodicision; if they
are not powerful enough in the commission they address to the
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council in their party groups and reason their otigas.... Have they got
other alternatives? Well, they can take the degistmothe court, object
(further) or address to the media. That is howstystem works. [...] In
any case, if the Mayor does not want the decisiopetmade, he would
not send it to the Council. Even if he does sendeét would ask the
ruling party to object the proposal.

It can be understood from this statement that tlagydvl and therefore,

the members of the Municipal Assembly from rulirayty, are the most
powerful actors in the decision making process.sTlnese groups are
the drivers of the agenda on plan amendments. iY &, arguable to

what extend the members of the Municipal Assemhbyage with these
planning decisions. Based on an observation ofdib@sion making

process in a district municipality during the fielork, it is possible to

state that the decisions are made in a very simoet &nd without much

discussion

v/

1.5 Summary
Politics is part and parcel of planning. In facerh is high degree of
synchronization between planning and politics. tRsli according to
political theorists, is a game that determines wlets what, how and
when and that, “a political behavior is a goal-segkbehavior”.
Planning on the other hand involves decision on kmwallocate scarce
means to competing or unlimited wants. Decisioalfitsqwvolves choice
— a choice of ends or goals of who and what to diesfeed. A good
planner, therefore, is the one who uses the besbrdatic or political
ways of balancing satisfaction among competing chelsa

Politics of planning is the use of strategy andi¢cado compel or cajole
elected officials, voters and special interest geotoward the goals you
have set or have had set for you The politics tsefiom the policy

making ground that determines who gets what, hod/ \ahen in the

plan. Hence power of politics, planning and econoang taken as
important determinants of socio-spatial inequaditien Nigeria for

example, where there is a sharp competition betwiieerthree major
regions — North, East and West, planning officidisspite being guided
by planning principles, more often than not trystwmamble for projects
to be allocated to their regions. Even locating tleadquarter of an
organization or a capital city of a new region ibjected to political

dictates.

In view of these anomalies, the study unit congdesome guidelines
for Political Behaviour of the Planner. This inclutlearning to lobby
and negotiating behind the scene because it isdnbi good public
policy is created by the dialogue and collaboratitat occurs before the
public hearing. In the lobbying exercise the plarsteould identify both
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the visible and the invisible movers and shakers.sHould let those
with the political power think that his great ideaheir great idea.

N

Eda Beyazit, The Trilogy of Power, Politics and riflimg,, Istanbul
Technical University,

1.6 References/Further Reading

Turkey

Richard H. Carson, October 21, 2002, 12am PDT kédin
Email Comments.

u:ilj Possible answers to self-assessment exercigewighin

the content
Self-assessment exercise 1

How would you support or oppose the actions of Mirister of the
Federal Capital Territory of Nigeria of demolishisgme structures in
Abuja city from 2003 to 20077

Answer:
The following points can be given to support thiéoscof the minister:

1. Contrary to original town plan, some plots are edied to
individuals and organizations by corrupt town piagrofficials.
2. Influential people or organizations exert pressswenetimes on

the town planning officials to get a plot of land a highly
valuable area in the town or city against the aagplan.

3. Areas marked for recreational grounds or publickpaand
gardens are occupied by some individuals.

4. Some structures are put on terminal streets #wd ko other
structures behind.

5. In Nigeria, even public school lands are encroachsd
individuals.

The following points can be advanced against thieraof the minister:

1. Some structures belonging to individuals or orgamnons
wrongly secured are demolished only to be re-atkxtdo other
individuals or close relatives of the town plannofficials.

Self-assessment exercise 2

Examine critically the reasons for government ratoxgy some public
structures like motor parks, markets and mechawoidkshops in a town
or a city.
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Planning process and infrastructure developmeitgtanbul are used in
order to explain socio-spatial inequalities in #ontext of politics of
planning. In Istanbul, plan amendment process kasrhe a major issue
especially within the last decade. The Municipau@al of the Istanbul
Metropolitan Municipality makes decisions on thetufe of the
development of the city in limited time, with lired participation and
regardless of the approved Urban Master Plan aedsiln this sense,
the municipality (re) distributes the wealth andbarr rent and yet, no
regular scheme is applied for the participation different interest
groups to this process. Therefore, tension betwdi#farent interest
groups has climbed in some years. For instancdegsimnal chambers
such as the chamber of urban planners and chanfitzclutects have
sued the municipality on a number of occasionsa Aine, public will to
protect an urban park (Gezi Park) in its currentmfoagainst
government’s plans of demolishing it and resurrgctld army barracks
to be used as a shopping mall/hotel complex, onggetred a country-
wide resistance.

This shoes some elements of democracy in the pignprocess.
However, power relationships between different iciio the process are
likely to influence the decision making processtdrms of democracy...
it is based on pluralism (not on consensus). Deessi(proposals) are
brought to the agenda of the Council based on Mayworruling party’s
will. Council decide to say yes or no to these siecis (mentions that
the ruling party would have the majority anywayeréfore, they would
have the final word). Meanwhile, people who are agipg to the
decision can present their positive or negativevsieThey may mention
that they do not agree with the decision. If tlzeg in the planning
commission, they can place declaratory clause eodicision; if they
are not powerful enough in the commission they address to the
council in their party groups and reason their otipas.... Have they got
other alternatives? Well, they can take the degistothe court, object
(further) or address to the media. That is howstystem works. [...] In
any case, if the Mayor does not want the decisiopet made, he would
not send it to the Council. Even if he does sendet would ask the
ruling party to object the proposal.

It can be understood from this statement that tlagydvl and therefore,

the members of the Municipal Assembly from rulireyty, are the most
powerful actors in the decision making process.sTllnese groups are
the drivers of the agenda on plan amendments. iY &, arguable to

what extend the members of the Municipal Assemhbyage with these
planning decisions. Based on an observation ofdib@sion making

process in a district municipality during the fielork, it is possible to

state that the decisions are made in a very simoet &nd without much

discussion
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UNIT 4: PROGRAMME PLANNING

Structure

1.1 Introduction

1.2 Learning Outcome

1.3  Main Contents
1.3.1. Basic Concepts in Project/Programme Planning
1.3.2 Results-Based Management
1.3.3. The project/programme cycle

1.4. Tools and techniques of programme planning
1.4.1 Limitations

1.5 The planning phase in the project/planninggmme cycle
1.5.1 Project/Programme implementation
1.5.2 Monitoring and evaluation

1.6 Summary

1.7 References/Further Reading

1.8 Possible answer to self-assessment exercisgtii@) the content

@ 1.1 Introduction

What constitutes a “programme” and what constituéesproject”
depends to a large extent on the context. An ieteign that is seen as a
“programme” in one context, such as a National && HIV/AIDS
programme, may be considered a “project” in anotbemtext, for
example when a health programme incorporates aAHDS project, a
TB project and a first-aid training project. A ‘ategic plan” is the
document resulting from this process. One of the fkactions of the
strategic plan is to guide and influence the dgualent of more detailed
planning at the operational Programme Developmdah fhas the
capacity of developing people to meet the stringdemands of
delivering effectively. Its methods aim at prowvidi cost effective
solutions that can provide measureable benefithenshortest possible
time.

The best way to start development planning is tee tadvantage of
evaluation tools for individuals, groups and compan These services
let you know exactly where your level of abilitynew. Once you have
a clear view of the sort of delivery ability youateto achieve can then
identify a number of different ways to achieve it.

This could include:
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. Qualification based training with a range of spkstiauppliers —
we can help you select the best in the organization

o Targeted training for specific people in your tedrased on
established Body of Knowledge or Technical Compegen

o Development objectives that included training, walistudy,

multimedia, white papers & relevant texts or appiap
conference events

The plan is discussed & agreed with the individaad their line
manager and can form the basis of their personaldement targets
moving forward.

The planning can also be used to identify the ebskills that you need
to bring into your organisation and short-list patal candidates.

Greater part of this study unit is drawn from thénternational
Federation of Red Cross and Red Crescent Socidgheglelines for
assessment in emergencies, 2008, and Vulnerakalitg capacity
assessment (VCA), 2006,

@ 1.2 Learning Outcome

To introduce the student to project/programme gtegrn the public
sector

1. To describe the different stages of the planningsphof the
“project/programme cycle” within the context of R#s-Based
Management (RBM).

2. To give an overview of the various components ofvRBnd
explain how to integrate and apply this approacdbratctice.

3. To summarize briefly the other key phases of thelecy
(assessment, implementation and monitoring, evalugat

1.3 Main Contents
1.3.1. Basic Concepts in Project/Programme Planning

Here, we give working definitions of concepts ine tltontext of
Project/Programme Planning as follows:

Plan

A plan (e.g. for a geographical area or for a tezdirarea) is the highest
level of operational planning. It groups severadggammes (and their
respective projects, activities, etc.) with a viewachieving part of an
organization’s strategic objectives. Examples idelthe annual or two-
year plans of some National or International SaesetThese plans
represent the overall operation to be implementadugh various
programmes.
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Programme

A programme is a set of coordinated projects imglet®d to meet
specific objectives within defined time, cost anderfprmance
parameters. Programmes aimed at achieving a corgowirare grouped
under a common entity (country plan, operation,aatle, etc.).
Examples include a health and care programme dorgsi®f an
immunization project and a community-based firsk-@roject or a
disaster management programme consisting of a caonityroased
capacity building project, a school-based awarenassg project etc.

Project

A project is a set of coordinated activities imptated to meet specific
objectives within defined time, cost and performangarameters.
Projects aimed at achieving a common goal form aggamme. An

example would be a community-based first aid ptojecexpand the
reach of first aid in a region or a disaster rigkluction project to

increase awareness of disaster preparedness gpdnsesmeasures.
These projects would consist of various activitidss those described
below. Projects can equally be described as prageawcomponents.

Activity

An activity is a combination of several tasks, @illwhich target the
same objective. Activities are the lowest levehofions that need to be
planned. Tasks are the simplest actions that mgkeactivities.
Examples of activities include organizing a comntynmeeting
(scheduling the time, finding a location), devetgpicommunication
materials, training volunteers in certain technguer organizing the
distribution of relief supplies. Examples of taskslude writing a letter,
checking a warehouse inventory or ordering stodle &ctivities to be
undertaken in an intervention are organized acngrdo the different
levels of intended results an intervention sets touachieve (outputs,
outcomes and goal) within that intervention.

Programme Planning

Programme planning is a key activity during the iDiébn Phase of a
programme. There are many ways to approach ituliumately, it is
about ensuring that the projects and activitiesdadeto deliver the
outcomes and Benefits are organised in a way thatoherent and
manageable. Programme plans take many differemisfalictated by the
nature of the programme, the available tools aredptteferences of the
individuals concerned. Effective programme plannisgthe key to
ensuring that the Programme Manager and BusineaageéhManagers
are able to track, control and deliver the programobjectives and
benefits.
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The Benefits of a robust Programme Plan include

a. An integrated view of the projects, activities @&ehefits so as to
understand the relationship between them and theckkan
effects of changes to one part of the plan on qihets

b. Minimizing the risk to the programme by using tHarpas a tool
to control and monitor delivery

C. Ensuring that individual project and activity plawsrk within
the constraints of the Programme

d. Building confidence among senior stakeholders,Riegramme

Manager and Business Change Managers , that tlsera i
workable plan to deliver the programme and to achi¢the

Benefits
e. Ensuring a demonstrably coherent approach to dglive
f. Managing expectations in terms of overall delivemyescales

1.3.2 Results-Based Management

“Results-Based Management” (RBM) refers to an dvexaproach to
managing projects and programmes that focuses fomrdemeasurable
results and the methodologies and tools to achiewse results. RBM
supports better performance and greater accouityaby applying a
clear logic: plan, manage and measure an intereffitorn government
or from other sources with a focus on the resulis want to achieve.
“Results” are the intended or unintended effectarmointervention, and
they can be positive or negative, depending on iptaltfactors. In
RBM, intended positive results are used as theshzsplanning, while
an effort is made to anticipate any potential nggatesults so that they
can best be avoided or minimized.

The intended results of an intervention are ofteferred to as
“objectives”. Results and objectives can be class$ificcording to their
level of importance, with the lower-level objectivéefining the changes
that need to occur in order for the higher-levgkobves to be achieved.
By setting out in advance the intended results rofirdervention and
ways in which to measure whether they are achievett, we can see
more clearly whether a difference has genuinelynbemade for the
people concerned

1.3.3. The project/programme cycle

The project/programme cycle depicts the managewofesnt intervention
through a sequence of interrelated phases that defipe and think
through the design and management of an interveniibe phases are
broadly progressive, with each one leading intortbet. However, the
phases are also interrelated and may at timesagperhe type, duration
and importance of activities related to each phaidlevary depending
on the context. For example, if the initial assemstrwas very brief,
there may be a need to obtain supplementary infoomaluring the
planning phase. Similarly, information gatheredidgiimplementation
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and monitoring will be relevant for a later evaloat or a possible
second instance of assessment, if the intervegbotinues beyond one
cycle.

The different phases of the project/programme cyole defined as
follows:

Initial assessment This phase is a process to understand the current
situation and find out whether or not an intervemtis required. This is
done by identifying the key factors influencing thituation, including
problems and their causes, as well as the neddsedts, capacities and
constraints of the different stakeholders. When iatervention is
required, an assessment can include an initialysisaand proposal of
the type of intervention that could be carried out.

Planning: The planning phase is the main topic here It gsaress to
define an intervention’s intended results (objextiy the inputs and
activities needed to accomplish them, the indicator measure their
achievement, and the key assumptions that cant déffe@chievement of
the intended results (objectives). Planning takés consideration the
needs, interests, resources, mandates and capaditize implementing
organization and various stakeholders. At the dritle@planning phase,
a project plan is produced and ready to implement.

Implementation and monitoring: During implementation, activities
are carried out to achieve the intended resultsjetibes).
Implementation is specific to each particular aoéantervention, be it
water and sanitation, first aid, organizational @epment, emergency
response or humanitarian advocacy.

Monitoring is defined here as “the routine collection andlysis of
information in order to track progress, check caeme and make
informed decisions for project/programme managefméavibnitoring
systems should be established during the planninase to allow
collection of information on the progress made ichiaving the
objectives during implementation. The resultinggress reports inform
decisions on whether or not an intervention needbe changed or
adapted as the situation evolves.

Evaluation: The “evaluation” phase is defined as “an assestgnasn
systematic and objective as possible, of an ongangcompleted
project, programme or policy, its design, implenation and results.
The aim is to determine the relevance and fulfilmeh objectives,

developmental efficiency, effectiveness, impact andtainability. An

evaluation should provide information that is chbéei and useful,
enabling the incorporation of lessons learned th& decision-making
process of both recipients and donors.”As with rtwirig, it is critical

that reliable indicators are identified during fhlenning phase for the
purposes of evaluation at various stages of thgegprogramme.
Evaluation in turn informs the new planning proceskether it is for
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the continuation of the same intervention, for timplementation of a
new intervention or for ending the intervention.

1.4. Tools and techniques of programme planning

For an intervention programme and projects to becessful, it is

important that each phase of the cycle includesiritielvement of the

people the intervention seeks to help. It is atepadrtant to ensure the
relevant participation of all those involved in fdient aspects of the
planning and implementation of the interventionwesl as of decision

makers in governance and management and of stalexkoin other

organizations or neighbouring communities. Duriraghe phase of the
project/programme cycle, various tools and techesqthat encourage
analysis and reflection are used to support weformed and

participatory decision-making at every stage. Tlamping phase of the
project/programme cycle, outlines some of the diwaly tools and

techniques commonly used in developing an intefeanThese include
analysis of stakeholders, problems and their causkegctives, and
alternative options for intervention. The methodssaibed can help
project managers identify the factors that maycffee success of an
intervention. However, it is important to remembet the usefulness of
these methods will depend on how well they are tedbiw each specific
situation. Certain tools are recommended, some sp#ucific step-by-

step instructions. These are provided in particdtar those new to

project/programme design and who require detaileidagce. In every
case, the methods and steps are intended onlgasi@, which can and
should be adapted as necessary for different sitgat

1.4.1 Limitations

The practice of RBM may be limited if the tools amet used as
intended. The logical framework (logframe) matixaften used in the
planning phase. The logframe (which shall be disedslater) is
probably the planning tool that is best known andsimused by
humanitarian and development agencies and donarsx #esult, it can
often be created in a mechanical or bureaucratig nather than as a
practical, logical and flexible tool to define tHey elements of a
potential intervention. To counter this problemisiimportant to focus
as much on the “analysis stage” as the “designestamd ensure
meaningful participation in both stages. Moreovegframes should be
adapted to the changing situation when necessaryanbe allowed to
trap a project/programme into a fixed way of wotkihat has ceased to
be relevant. Lastly, it is useful to remember tinat project/programme
cycle methodology is primarily designed for an m&ntion that has the
following characteristics:

a. It is a mechanism to solve a specifically defineabpem.
b. It has a specified timeframe, completion date aadopmance
parameters.
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C. It takes advantage of existing opportunities in ¢batext and of
local capacities.

d. It has a fixed amount of resources.

e. It benefits a specific group.

f. It is carried out by a team with a team leader.

The core logic of RBM is useful in many models afrking but may
often need to be applied differently for ongoingnsproject “service-
delivery’ models, such as running a blood dononiclior providing
long-term primary health care.

The project/programme cycle model provides an gppate set of
methods, tools and principles to put the “resufisddl management”
approach into practice in humanitarian and othtarientions

1.5 The planning phase in the project/planning prgramme cycle

As mentioned earlier, the aim of the planning pha&seto define

programme or project intended results (objectiveélg inputs and
activities needed to accomplish them, the indicator measure their
achievement, and the key assumptions that cant éffe@chievement of
the results (objectives). Planning takes into abegrsition the needs,
interests, resources, mandates and capacities efintiplementing

organization and various stakeholders. At the dritle@planning phase,
a project plan is produced and ready to implemE&né planning phase
can be divided into several stages and steps,rnanaber of different

ways. For the purposes of this unit, the phasegarozed as follows

Analysis stage

Situation and problem analysis — This involves tdgimg the main
strengths, interests, needs, constraints and appbes of the
implementing team and of key stakeholders and ifyamy the
problems that need to be solved and their causes@rsequences.

The aim of the first steps in the analysis stag® isnderstand in more
detail the information gathered during the assessiplease. It is often a
transitional step between initial assessment asdydebut exactly what
steps are necessary will depend on how the ingsdessment was
carried out. The conclusions and recommendationth@fassessment
should be used as the basis for a more detaildgisamaf the problems
to be tackled. If the information collected appetrsbe inaccurate,
incomplete or biased, it may be necessary to resimesof the
assessment steps, using the relevant methodolabtpats.

Development of objectives- This involves developing objectives based
on the identified problems and verifying the caaffect relationships.
Selection of objectives — This involves identifyittge different options
available to achieve the main objective and deteimgi which one the
implementing team or agency is best suited to éckl
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Design stage

Logical framework (logframe) matrix — This involve®fining the
intervention’s objectives, identifying the assurops, indicators and
means of measuring them, and developing a summia@ctvities.
Activity scheduling — This involves determining theequence of
activities, estimating their duration, setting msttenes and assigning
responsibilities.

Resource planning— This involves determining the inputs needed and
budget on the basis of the activity schedule. Depiay a monitoring
system for the intervention.

Situation and problem analysis

The aim of the first steps in the analysis stag® isnderstand in more
detail the information gathered during the assessiplease. It is often a
transitional step between initial assessment asdydebut exactly what
steps are necessary will depend on how the ingsdessment was
carried out. The conclusions and recommendationth@fassessment
should be used as the basis for a more detaildgisamaf the problems
to be tackled. If the information collected appetrsbe inaccurate,
incomplete or biased, it may be necessary to resimesof the
assessment steps, using the relevant methodolabtpats.

It is therefore useful for the people who carried the initial assessment
to participate in this stage of the planning phédsea general rule, if the
assessment team has already completed some defieeaitlined here
(e.g. stakeholder analysis or problem analysis)thrce is a consensus
on the conclusions and recommendations betweeahadk involved in
the assessment and the planning of the interventi@se steps do not
need to be repeated or supplemented.

Tools for analysis

Situation analysis requires tools to summarize, gan®, prioritize and
organize data. Many different tools can be usetiosd provided here
are examples only and are not necessarily thetbelst to use in every
situation. A tool is only useful if used at thehigime and in the right
way. The same tool can also be used at differemési This manual
proposes three tools to analyse the situation iiclwa team intends to
intervene:

1. Stakeholder analysis to assess the problems, interests and
potential of different groups in relation to thenctusions of the
assessment

2. SWOT analysis- a tool with a wide range of uses, including, as
suggested here, to assess the capacity of thermapteng agency
or team

3. Problem tree analysis— to get an idea of the meablpms and
their causes, focusing on cause-effect relatiorsship

40



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

The above tools can be supplemented or replacedhay tools, as long
as the minimum criteria are met.

Stakeholder Analysis

A “stakeholder” in this context is a person or ggaf people who have
an interest in the intervention that is being pkhn“Stakeholder
analysis” is a technique used to identify and as#les interests of the
people, groups or institutions that the intervemts@eks to help and of
others who may significantly influence the intertien’s success. The
overall aim of stakeholder analysis is to ensui@ the intervention

takes place in the best possible conditions, bynalg it realistically

with the needs and capacities of the stakeholders.

Whatever tool is used for situation analysis, gwdd, as a minimum:

1. Foster participation, including of the people theervention aims

to help, the whole planning team and other Natiooal

international bodies staff and volunteers concerned

allow the team to take decisions on how to inteeven

3. include self-assessment, to identify the implemgntgency’s
or team’s own capacity to intervene

4. Allow room for creativity, to plan the changes neeédo improve
the situation.

5. gather both qualitative and quantitative data, el as objective
and subjective information

N

Minimum criteria for situation analysis 17 One way to conduct this
analysis is by drawing up a comparative table.

First, the stakeholders must be identified and taybe categorized as
follows:

a. Institutions that will potentially be involved ime intervention:
the implementing Ministry, United Nations agenciesther
government ministries or agencies, NGO delegat&tos

b. Target groups, for example vulnerable groups orermpisl
beneficiaries, such as “mothers with young childréiyouth
population under 30 years old” or, for a capaciijding project,
“the youth members of selected associations”, etc.

C. Others, for example various associations, localgso schools,
local NGOs, community leaders, the media, etc.

Second, the problem, interests, needs, potential, interaction anéroth
relevant factors are identified and analysed farhestakeholder. The
factors to be considered for each stakeholder naay from context to
context, but some key factors would normally inelud

a. Problems: What are the key problems identifiechm assessment
and affecting the stakeholder in question? (e.gor plealth
care/education, poor crop yield, high unemploymetd.,)
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b. Interests: What motivates the stakeholder groug? (eusic and
dance, sport, technology, recognition, etc.)
C. Potential: How can the stakeholder group contriliateesolving

the issues identified? (e.g. high level of commitim& areas of
interest, voluntarism, idealism, free time, knovgedof the
environment, etc.

d. Interaction: How can the implementing team retatthis group?
Which channels of communication can be used? (ggth
associations, community centres, Red Cross Red cémes
members or trainers, school, families, etc.

e. Others’ actions: Is any other association, orgdimaagroup, etc.
already implementing a project or action that tesdhe selected
group? If so, identify them and their actions toidvany overlap,
as well as to establish the basis for a possillelmmration and to
save effort and resources.

f. Government actions: Is there any previous or ciigenernment
project/programme or service targeting this groliig®, the team
should discuss with those implementing the progeegramme to
see if it is sufficient as it is or if it needs te reinforced,
improved or replaced.

Ideally, the whole exercise would be carried outainparticipatory

session with representatives of potential stakedroggoups, including

potential beneficiaries, relevant government agestalf and volunteers,
and other government officials. The effective ude participatory

planning methods and group facilitation tools catphensure that the
views and perspectives of different stakeholdemugsoare adequately
represented and understood.

The arrangement below is based on assessment mtformfrom a
disaster-prone community in a (fictional) countrXlgnd”, in the
“Eastern District”. The aim of the analysis is bodf out more about the
roles of the various stakeholders in relation teadier response and
disaster risk reduction. The assessment was caouédy the Xland
disaster management team.

1.5.1 Project/Programme implementation

Once the main aspects of the programme have besgned following
the steps outlined above, the next step is to defin

1. How the objectives will be achieved (activities dimleframe)

2. The resources that should/will be mobilized to achi them
(resource schedule, budget and cash flow)

3. The monitoring (and evaluation) system — how infation on
the indicators will be collected, analysed and useduide the
progress of the intervention
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1.5.2 Monitoring and evaluation

We started this section with Results-Based ManageifiRBM), which
focuses on planning for measurable results. Sucapanoach helps us
and others better assess, and hopefully appretii@ealue of our work.
It then outlined the four phases of the projecgpamme cycle and
examined in detail the analysis and design stagésegplanning phase
in which measureable objectives are identified awdined. These
objectives are the building blocks of projects gmdgrammes and are
summarized in a logframe matrix. The logframe atsgfines the
indicators and their means of verification to meaghe achievement of
the objectives, and the key assumptions that cdectaftheir
achievement. The assessment and planning phaséselayoundwork
for the implementation of projects/programmes.

With implementation, the project/programme cycléees the next two
phases, which include monitoring and evaluation.

Monitoring and evaluation (M&E) build on the logickamework
developed during the planning phase. Thereforesettmhases will be
our focus. However, it seems fitting to touch Hyiefn some of the key
points that concern M&E. Monitoring refers to tloaitine collection and
analysis of information in order to track progredseck compliance and
make informed decisions for project/programme manant. It focuses
on what is being done and how it is being done rédfioee, as stressed in
this manual, it is essential that objectives ardl wesigned, with
SMART indicators to measure ongoing processes agadlts. Reliable
monitoring allows project/programme teams to idgntrends and
patterns, adapt strategies, and make decisionsrdiega human,
financial and material resources to enhance prp@Egramme
effectiveness.

Evaluation refers to the periodic collection anélgsis of information
that forms the basis of “an assessment, as systearad objective as
possible, of an ongoing or completed project, paogne or policy, its
design, implementation and results. The aim is &iewmnine the
relevance and fulfilment of objectives, developnabnefficiency,

effectiveness, impact and sustainability. An evaduashould provide
information that is credible and useful, enablitg incorporation of
lessons learned into the decisionmaking procedsotif recipients and
donors.”

As with monitoring, it is critical that reliable dicators are identified
during the planning phase for the purposes of etmlo at various
stages in the project/programme, whether it is d-t@im or a final
evaluation. Evaluation in turn informs the new pl@y process,
whether it is for the continuation of the same rmmation, for the
implementation of a new intervention or for endthg intervention. As
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with monitoring, it is critical that reliable indators are identified in the
planning phase to inform the evaluation of the gatiprogramme.

An important tool for monitoring is an M&E plan (setimes called an
“M&E planning matrix”). The M&E plan expands on tletements in

the logframe matrix to identify key informationaquirements for each
indicator. It is a critical tool for planning andamaging data collection,
analysis and use. The M&E plan takes the logframe siage further to
support project/programme implementation and mamagée

A critical difference between monitoring and evaloia is in their
respective focuses: monitoring tends to focus oneraional
implementation, while evaluation focuses on thea# or impact of the
implementation. Monitoring and evaluation are img#ly linked, as
monitoring provides information that can also imforevaluations.
Therefore, it is best to plan for these two critiitanctions as part of a
coherent, comprehensive M&E system.

Monitoring and evaluation form the basis for cleand accurate
reporting on the results achieved by an interventiWhen objectives
and indicators are clearly defined during the piagnphase, and a
comprehensive M&E system is set up to collect imfation on
progress, reporting is greatly facilitated. In thwgy, reporting is no
longer a headache, but becomes an opportunityriticat analysis and
organizational learning, informing decision-makingnd impact
assessment.

|l/<f/|
1.6 Summary

A programme is a collection of series of unit ofi\aties related closely
to one another meant to achieve a single goal. Eadhof activity
addresses a single objective out of the total gials a goal is divided
into smaller objectives. The objective in the urfitactivity is achieved
through a project. The major components of the jamgne planning
cycle are: initial assessment stage, planning staggementation and
monitoring stage and evaluation stage.

A Programme Plan can be summarized to contain dhewing eight
elements Situation, Objectives, Audience, Strateghactics,
Calendar/Timetable, Budget,

Evaluation Situation: A clear understanding is regkdf the situation
that led to the conclusion that a certain prograimeieded:

1. Is there a problem or negative situation that negmsbe
overcome? Eg. Market share/sales are down etc.

2. Is there a need to reinforce an ongoing effort tesprve an
organization’s reputation and public support?

3. Is this a one-time project? Eg. New library openi@gjectives

44



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

4 What is the desired outcome?

5. Does it really address the situation?

6. Is it realistic and achievable?

7 Can success be measured in meaningful terms?
8 Does it meet the general SMART criteria.

Audience/Beneficiaries Programs should be diredtadard specific
and defined audiences/beneficiaries or the public.

Use survey research to identify key public concetmg such
demographics as age, income, where people livejalsatrata,
education, consumption of specific products

Strategy

N

Outperform UK Ltd. Retrieved from

1.7 References/Further Reading

http://pspmawiki.londoncouncils.gov.uk/index.php&mamme_Plannin
g_Guidance, last modified on 1 June 2011

International Federation of Red Cross and Red @rds&ocieties,
Guidelines for

assessment in emergencies, 2008, and Vulneratalitg capacity
assessment (VCA), 2006, available at http:/www.
ifrc.org/what/disasters/ resources/publications.asp

u:i 1.8 Possible answer to self-assessment exercisewghin

the content
Self-assessment exercise 1

Discuss in a group the various issues that have mkmntified in the
assessment.

Answer
Self-assessment exercise 2
Identify and agree on the core problem(s) to beesiebd.
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UNITS: PROCEDURE FOR PLAN PREPARATION — THE CASE
OF STRATEGIC

PLANNING

Structure

1.1 Introduction

1.2 Learning Outcome

1.3  Main Contents
1.3.1 Concept Clarifications
1.3.2 The Three Main Levels of Strategic thinking
1.3.3 Some ingredients of strategic thinking:

1.4  Decision making

1.5 Signposts of creative thinking:

1.6  Strategic Planning Process.

1.7  Some Strategic Office Tips:

1.8 Summary

1.9 References/Further Reading

1.10 Possible answer to self-assessment exergigatlig the content

F =
@ 1.1 Introduction

This study unit has direct link with unit 4 alreadiscussed. As such,
some aspects of planning procedure have already taken care of
under strategic planning in that unit.

Strategic Planning, in essence, begins when an n@a#on or

government agency or the government itself becootsslete, out of
modern realities or overtaken by modern eventsoonpetitors. It may
then require a complete or partial overhaul oWvigson, mission, goals,
objectives, structure, process and even new customd these will

require new strategies, negotiations and renegwimtframe breaking
and remodeling etc. The ability of management #@ize the relevance
or otherwise of an organization or its obsoleteniesthe context of
modern realities involves the following: creativedastrategic thinking,
strategic planning and how they lead to the ememyet projects for
inclusion in the National, state or local developingan. Of course this
requires full participation of all key personneltire organization.

The strategic objectives should be linked to ptimed sectors of
intervention based on the capacities of the orgdioz and other
stakeholders and should include a time frame arttineuevaluation
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mechanisms. Strategic planning also includes chgoand designing a
framework which sets out the best courses of at¢tiachieve the stated
objectives.

Greater part of this unit is drawn from the work Pxofessor Zakari
Okworie of Ahmadu Bello University, Zaria, 2010.

@ 1.2 Learning Outcome
At the end of the study unit you should be able to;

1. Grab the basic concepts in strategic planning m®ce
2. Understand the Three Main Levels of Strategic tinigk
3. Be conversant with Decision making in planning

4. Master the Planning Process and procedure.

=113 Main Contents
1.31 Concept Clarifications

The Concept of Strategic Plan Strategic planninghis process of
deciding where an organization wants to get towhy, then choosing
from the different courses of action available tsw@e the best chance
of getting there. It helps an organization to defnclear way forward in
response to emerging opportunities and challenghge maintaining
coherence and long-term sustainability. It usuatlyers the long term
(roughly a minimum of three or four years, up to years). It guides the
overall direction of an organization by defining itision and mission
and the goals or strategic objectives necessaagti®ve them.

Creative:

Having the capacity or ability, being able to prodwr use new and
effective ideas or thoughts to achieve results.

Here it involves the key personnel of the orgamratoming up with
new ideas and thoughts on how to move the orgaoiz&dirward.

Strategic. The process or technique of utilizing all elenseof an
organization to plan ahead in order to achieve dhgctives of the
organization. (Okwori, 2010) Specifically the magtifference between
creative thinking and strategic thinking are afofok:

Creative thinking = Thinking in new ways / innovation
Strategic thinking = Thinking ahead / forecasting
1.32 The Three Main Levels of Strategic thinking

Internal strategic alignment: How do you position yourself to think
and act strategically? Assess your weaknesses tegngths- what do
you have the capacity to do and what are your glandoing things?
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Interpersonal strategic thinking: What is your strategy for dealing
with other people and to get the results you wargdt? What are the
best ways of working together to get the best airyellow personnel?

Task oriented strategic thinking: What are your plans for a project
you intend to do? How are you preparing your miodthe task before
you physically do it, so that you know ahead ofdimhat to expect?

SELF-ASSESMENT EXERRCISE

1. What are your plans for a project you intend to do?
2. How are you preparing your mind for the task befgoa
physically do it, so that you know ahead of timeatvto expect?

13.3 Some ingredients of strategic thinking
Thinking in parameters

There are more than one side to a story, more dmenroad to the

market, more than one solution to a problem sdegjreally you need to

understand all relevant parameters and therebgasaorg the scope and
perception of your base thinking.

Consequence analysis

Every action we take, every choice we make whegjoed or bad, has
consequences. Strategic thinking requires thateamlto think about a
wide range of possible consequences that may resutif our intended
action.

Risk/reward analysis

A non-biased assessment and ability to weigh #ies r@nd rewards that
will accompany our intended actions is importanstrategic thinking.

Question analysis

What is the question behind the question? For ¢veny there must be
underlying intentions that are not apparent (whyltg say no or yes for
example) will get you to the actual problem or task

Symptom-Cause analysis

Problems usually present their symptoms, if yokleadthe symptom

without tackling the problem, the problem remaimsl dhe symptoms
will reappear. So understand the difference betvoagise and symptom.
That will give you a huge edge in strategic thirkin

1.4  Decision making

The essence of strategic thinking or of any thigkat all is to take
decisions or implement what you have planned. &jrat thinking

should lead to informed choices, and informed at®ieads to informed
decisions. Creative thinking is an integral pafrtstrategic thinking
because for both thinking skills are futuristic.tidut creative thinking,
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strategic thinking becomes a simple replay of oftbas and is
ineffective.

1.5 Signposts of creative thinking:

Creative Recalt We have accumulated experiences of life before
getting this job. We have seen actions taken byplee@nd the
consequences of such actions. The ability to rezadt experiences of
ourselves or others and bring it to bear on ousgareanticipated action

is critical to creative thinking. Learning from pamistakes-good
judgment comes from experience. Recalling pastrepee enables you
to explore new ways instead of repeating the séing.t

Magic if: going on an imaginative trip provides variousugbzations of
a desired future. What happens if | say this? Waapens if | say no or
yes? What happens if | reply this way or that weyf?at do the rules
allow me to do? What do the rules not allow meda d

Scenarios:creative thinking requires building scenarios-giole ways
in which things can happen, possible ways in wipebple can react to
it and possible consequences of such a scenaritd Bl possible
scenarios and settle for the one with the leasathegconsequence.

Creative intelligence is skill in using past experiences to achieve
insight and deal with new situations. People higkrieative intelligence
are good at combining seemingly unrelated facterim new ideas.

Practical intelligence relates to people’s ability to adapt to, seleat
shape their real-world environment. It involvesliski everyday living
(“street smarts”) and in adapting to life demaraig] reflects a person’s
ability to succeed in real-world settings. An exdengiven by Sternberg
of practical intelligence is of an employee whoddvhis job but hated
his boss. An executive recruiter contacted the eyga about a possible
new job. Instead of applying for the job, the enypl gave the recruiter
the name of his boss, who was subsequently hiredy a@nom the
company. By getting rid of the boss he hated irste#deaving the job
he loved, the employee showed adaptation to hid wearld
environment. Creative and strategic thinking letdstrategic planning
and implementation.

1.6  Strategic Planning Process.
Steps in the strategic planning process:
One: Information gathering and needs assessment

a. Up to date information and data on the socio-ecaoppolitical,
cultural and historical context of the catchmerdgaaand of the
country.

b. Assessment of the needs of your catchment areaatiah which
the institution needs to satisfy or key into
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Two: Values clarification

What are the beliefs that your institution holdgthiand worthy as
principles for existence? Values are determinedutjph the following
guestions:

a. What do you value most about your institution
b. What are the core factors that give life to youstitation
C. What are your best practices

Three: Establishing the Vision
This is the mental picture of the desired futurgair institution
a. should have a specified time frame, 5 years/

b. based on values and realities of your institutioimt&rnal and
external environment
C. stated with clarity and certainty

Visions are determined through the following quoesst

a. What are the most important hopes/wishes which evbelghten
the health and vitality of your institution?
b. What would you like your organisation to be in trext 5 years/

Four: Determining the mission

The mission statement expresses the underlyingeaim or thrust of
an organisation. As the purpose of the organisatmhits roadmap, it is
anchored on the vision of the institution.

Mission is determined through the following quessio

o Why do we exist?
. What is our service/
° Whom do we serve?

Five: Organisational Assessment/SWOT analysis

After formulating the mission, the next thing to @doto carry out an
organisational assessment.

o This involves the assessments of the strengthsvaea#inesses of
your institution in relation to your stated visiand mission.

. Strengths and weaknesses are internal to the cagam

. The assessment of opportunities and threats whieh tlae

external factors that will challenge your instituti

At the end of the assessment you should identity @moritize needs
and problems within and outside the institutionW@T analysis will
then be used to generate strategic options
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19

From what we have learnt so far, we notice thatpiteeedure for plan
preparation involves review of vision and missi@entifying the value

requirements that determine the goal, objectivedivides, persons

responsible, resources needed, expected resuttsessuindicators and
final cost. At the end of this process, a projeseeges.

1.7 Summary

Strategic planning defines what an organisation tsvdo be and do,
what it is all about, who it wishes to serve, whantends to get out of
it's efforts, how specifically it should move oviéme and it determines
the most effective means to achieve goals - wiiimited resources and
conditions it must operate in. This implies 3 theing

1. Strategic analysis which focuses on seeking unaedsig of the
institution’s strategic options,

2. Strategic choice which enables choosing betweensilples
courses of actions,

3. Strategic implementation which involves puttinghsen course

of action into effect

Projects related to strategic planning emanatesnwae existing

organization or a country becomes obsolete, ouhadern realities or
overtaken by modern events or competitors that weayant a complete
or partial overhaul of its vision, mission, goatdjectives, structure,
process and even new relations. All these will ieqnew strategies,
negotiations and renegotiations, frame breaking edodeling etc.

These may involve creative and strategic thinkisigategic planning

leading to the emergence of a project projects.refjuires the

involvement of all concerned in the organizationenke strategic
planning is conceived as a process in which thectdon and scope of a
country, an organization or institution is chandeterer a long term so
that it matches its resources to its changing enwrent and its
stakeholders in order to meet stakeholder expeastiln the business
world, it involves the planning of all the actie@§ of a business to
ensure competitive advantage and profitability.

LJ 1.8 References/Further Reading

Thirwal A. P., (19...... ), Growth and Development: WiBpecial
Reference to Developing Economies, Seventh Editaigrave,
Macmillan.

Nagarajan, K., (2012), Project Management, (Sixti&ul), New Age
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u:i 1.9 Possible answer to self-assessment exercisewghin

the content
SELF-ASSESSMENT EXERCISE 1

What are your plans for a project you intend to do?
Answer

Steps in the strategic planning process:
One: Information gathering and needs assessment

C. Up to date information and data on the socio-ecaoppolitical,
cultural and historical context of the catchmemaand of the country.
d. Assessment of the needs of your catchment areaatiah which
the institution needs to satisfy or key into

Two: Values clarification

What are the beliefs that your institution holdgthiand worthy as
principles for existence? Values are determinedutyph the following
guestions:

d. What do you value most about your institution
e. What are the core factors that give life to youstitition
f. What are your best practices

Three: Establishing the Vision
This is the mental picture of the desired futurgair institution

d. should have a specified time frame, 5 years/

e. based on values and realities of your institutioimt&rnal and
external environment

f. stated with clarity and certainty

Visions are determined through the following quoesst

C. What are the most important hopes/wishes which evbelghten
the health and vitality of your institution?
d. What would you like your organisation to be in trext 5 years/

Four: Determining the mission

The mission statement expresses the underlyingeaim or thrust of
an organisation. As the purpose of the organisatmhits roadmap, it is
anchored on the vision of the institution.

Mission is determined through the following quessio
o Why do we exist?
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. What is our service/
° Whom do we serve?

Five: Organisational Assessment/SWOT analysis

After formulating the mission, the next thing to @doto carry out an
organisational assessment.

o This involves the assessments of the strengthsvaa#inesses of
your institution in relation to your stated visiand mission.

. Strengths and weaknesses are internal to the cagam

. The assessment of opportunities and threats whreh tlae

external factors that will challenge your instituti

At the end of the assessment you should identity @moritize needs
and problems within and outside the institutionW@T analysis will
then be used to generate strategic options

SELF-ASSESSMENT EXERCISE 2

How are you preparing your mind for the task befgya physically do
it, so that you know ahead of time what to expect?

Answer

There is more than one side to a story, more th@road to the market,
more than one solution to a problem so strategicgtiu need to
understand all relevant parameters and therebgasorg the scope and
perception of your base thinking.

Consequence analysis

Every action we take, every choice we make whegioed or bad, has
consequences. Strategic thinking requires thateamlto think about a
wide range of possible consequences that may resutif our intended
action.

Risk/reward analysis.

A non-biased assessment and ability to weigh #ies r@and rewards that
will accompany our intended actions is importanstrategic thinking.
Question analysis

What is the question behind the question? For ¢very there must be
underlying intentions that are not apparent (whyltg say no or yes for
example) will get you to the actual problem or task

Symptom-Cause analysis

Problems usually present their symptoms, if yokkleadthe symptom
without tackling the problem, the problem remaimsl dhe symptoms
will reappear. So understand the difference betvoagise and symptom.
That will give you a huge edge in strategic thirkin
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Module 2: Project Preparation and Planning
Unit 1: Project initiation and Designing

Unit 2: Project Preparation/Planning

Unit 3: Project Feasibility Study

UNIT 1: PROJECT INITIATION

CONTENT

1.1 Introduction

1.2  Learning Outcome

1.3  Main Content
1.3.1 Steps in Project Initiation
1.3.2 Preparing the Project Initiation Document
1.3.3 Objectives Setting

1.4  Determining the Approach or Methodology
1.4.1 Scheduling and Budgeting
1.4.2 Delegating the Work
1.4.3 Project Design

1.5 Steps to Effective Project Design
1.5.1 Project Design for the Nonprofit Industry
1.5.2 Project Design for the Education Industry
1.5.3 Expert Tips for Effective Project Design

1.6 Summary

1.7 References/Further Readings

1.8 Possible answer to self-assessment exercisgtiia) the content

@ 1.1 Introduction

The Project Initiation Phase is the 1st phase éenRloject Management
Life Cycle, as it involves starting up a new projeétou can start a new
project by defining its objectives, scope, purpasd deliverables to be
produced. You'll also hire your project team, setinp Project Office
and review the project, to gain approval to bebgmrext phase.

The Project Initiation Phase is the most cruciagghin the Project Life
Cycle, as it's the phase in which you define yatope and hire your
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team. Only with a clearly defined scope and a biytakilled team, can
you ensure success.

The most important thing to remember about theaimin process is
that it does NOT involve starting work on creatagy of the ‘products’
of the project. It is concerned exclusively witlariflying the project's
objectives and what will be needed to achieve them.

Substantive part of the materials in this study ané drawn from Buck
Institute for Education (BIE) and Government of @da Public
Services and Procurement, Guidelines for the Patipar of Project
Plans or (Project Plan Document/Report), Dr. Sha@wmningham,
Project preparation a very important phase of ssfaé project, and
Brett Harned, and TeamGantt, A guide to project agament.

@ 1.2 Learning Outcome
At the end of the study unit you should be able to

1 Appreciate the nature and content of Project limtraDocument

2 Be able to prepare Project Initiation Document

3. Be able to prepare a Project Design

4 Distinguish between project design in the publid an the
private sectors

Main Content
13.1 Steps in Project Initiation

Projects are the cornerstone of all business #esvin small companies.
Government and firms must complete various projéxtachieve their

goals. Business owners and managers have onlyttamepd executing a
project successfully. Hence, the process must befully thought out

and planned. The initiation process in project nganaent includes the
necessary steps to getting the project launchedreThre several key
phases of the project management initiation process

1.3.2 Preparing the Project Initiation Document

The Project Initiation Document (PID) — or the Déiion Document —
is one of the most important artifacts in proje@magement because it
provides a foundation for the project. It specifighy the project is
important, what will be delivered, when it will elivered and how.
It's the contract between the project managememhtand the steering
committee — or sponsor — if you like.

Unfortunately many project managers don't take tihee to write a
proper PID. They write a document which is far tgeneric and
therefore doesn’t bear any real meaning. The perpbsvriting a PID is
not to tick a box so that you can say you have dprmit to ensure that

55



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

everybody understands the premise of the projeajodd PID should
answer the following questions:

Why are we undertaking the project? It's importamtunderstand the
background of the project, the motivation for undking it and it's

objectives. A good project manager is not onlyneséed in delivering
an output or a capability to their customer, buerested in the wider
context and the benefits that this capability witimately bring about.

What are we delivering? A good PID is as specificpa@ssible about
what is in scope and what is out of scope of tlogept, and it makes use
of flow diagrams and Product Breakdown Structures visually
illustrate the boundaries. It also clarifies th@jpct’'s success criteria,
i.e. everything that must be fulfilled in order ftlme project to be
considered a success.

Who is responsible? It's important to clarify whiays which roles on
the project so that nothing falls through the csackpecify who takes
the role of project manager, team leader, sporsgoplier and user
representative. You should also document who thi retakeholders
are and who the steering committee comprises of.

How will the project be delivered? When you kick af project you
have to determine which approach you will use. Wéll use a waterfall
or an agile methodology? How will you communicatathwthe
stakeholders? How will you test the quality of fme@ducts or services
you are delivering and how will you keep on toprisks, issues and
changes to scope?

When will the project be delivered? Unless you aseery structured
waterfall methodology, you are unlikely to haveiamepth schedule of
what will happen when. For the PID it will suffite include a milestone
plan which highlights the main phases and actwité the project. As
most people are visually minded it is a benefiyolu also include a
visual roadmap. The more graphical you can mak&ibethe better.

What are the risks, issues and constraints? Psogéten derail because
of unforeseen risks, so make sure you get theninoilite open as early
as possible. Include a snapshot of the projecpslid risks and issues
and assign owners and mitigating actions. Also meber that
constraints and dependencies often turn out tisks.r

How much is it likely to cost? It is good practite include a cost
estimate in the PID along with any budgetary camsts. Provide the
assumptions your team used when they came up héhestimate as
well as details about how often you will review #stimates.

When it comes to completing the PID, make sure ybatdon’t do it in
isolation, but that you involve the team as muclpassible. After all,
it's the team that will do most of the work. Writee document in plain
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English and avoid project management speak. Jagjenates your
readers.

And one final point. When you’ve written the PIDprdt just send it out
via email and expect your stakeholders to rea8et. up walk-through
sessions where you take them through a Power Reision of the PID
highlighting the main points.

1.3.3 Objectives Setting

The first phase of the project management initmatiprocess is
establishing an objective. This is when managerstraed decide what
information they need from the project. Governm@nan organization
may have multiple objectives each addressing oot For example,
a state government with a goal of addressing thébemeg of the
citizens may want to provide good drinking watevpd medical care,
qualitative education for the children etc. Thesastitute multiples of
objectives out of the goal, each objective to bhieaaed through a
project. Hence determining the objective constgutiee first step in
designing a project. Objectives are essentiallyoilteomes government
or an organization wish to obtain from completirmgjpcts. There must
be well-defined scope for a project to be succésafud all the
objectives must be clearly defined.

1.4  Determining the Approach or Methodology

The government must determine its approach to aifgp@roject to
bring it to fruition, which is part of the initiah process. The approach
includes listing the methods and tasks requiredHerproject. There re
many options at the disposal of the government deecuting the
projects. They can be carried out through dirdzole;, through contract
or through Public-Private-Partnership (PPP). Trethod of executing
the project must be clearly identified. The nexepstwould be
determining all the steps or tasks involved in exiag the project right
from the project design down to writing the finaport on the project.

1.4.1 Scheduling and Budgeting

A time frame must be established for completing talks, as most
projects have deadlines. Government officials iagdl must estimate
the amount of time it takes to complete individtesks. For example, if
the method chosen is PPP, the tasks can includetifiging the private
partners, meetings between the government and rilvate partners,
signing of Memorandum of Understanding or deed aftrgership,
financial contribution, initial take off of the pgext, monitoring the
activities, completing the project, evaluation aagorting. The various
outlined tasks have their associated costs. Thaspanent costs are put
together to form the project budget.
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1.4.2 Delegating the Work

The officer in charge of the project must delegaterk during the
project initiation process before any work commeandeor example,
identifying the private partners may involve goiogt of the country to
solicit for them. Experts in that respect can béegiEted to handle it.
Delegation of work is usually the last phase of itigation process in
project management. The project kickoff ensues idiately after all
project initiation.

1.4.3 Project Design

Project design is an early phase of the projectraviaeproject’s key

features, structure, criteria for success, and magiverables are all

planned out. The point is to develop one or morgs which can be

used to achieve the desired project goals. Stalelmkan then choose
the best design to use for the actual executidghevproject.

The project design phase might generate a variedifierent outputs,
including sketches, flowcharts, site trees, prgiesy photo impressions
and more.

In our society today, we are confronted with so@gkndas such as
declining or high birthrate, aging population, eneissues, issues of
public health, and conflicts. All of which we do tnllave a definitive
answer. What we need is creativity and visionargdrio generate ideas
and projects anew in order to respond to unprededersocial
challenges. Through the process of Project Desigrinvent visionary
concepts, formulate and conceptualize ideas that imnovative in
answering global problems.

Project Design is a creative process to envisiahiarcreating a feasible
concrete project plan of what we desire to realizéhe society. It is a
cycle of processes to generate ideas, to concéguhle ideal project,
develop a feasible plan to achieve what we envjdiordeliver and to
realize the innovative framework we designed.

Project design is a crucial stage in a projectfs tycle because it
identifies key elements and sets the overall telwavever, it's one stage
that’s often rushed or overlooked. For your projedbe successful, you
must first understand the steps involved in progesign, as well as
how to document them. Creating a project designtwp you avoid

pitfalls down the road and also set a reasonaldigdiufrom the outset.
To create a truly effective and reasonable prajesign it's imperative
to include multiple team members and stakeholdersd the planning

phase

Although project design is one of the earliest stagn the life of a
project, exactly when it occurs varies by organdarat During project
design, an outline of the project is created, idiiy:
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o The organization(s) responsible for completing it

o A description of the project

o Goals, outcomes, and objectives, and when they b&
completed

. Major deliverables, products, and/or features

. Success criteria, and/or monitoring and evaluagioidelines

. Budget estimates

It's important to involve your team and other kégkeholders in project
design. This will help ensure important details areluded, and that
your project is realistic and achievable. Your pobjdesign should be
carefully documented, and a variety of visual aisy be incorporated,
as well.

1.5 Steps to Effective Project Design

Regardless of your industry, there are some basjgssyou should
follow during the project design phase. These stafiselp you create
an effective project design document, and work nafiiectively with all
parties involved.

Define Project Goal

First and foremost, you should meet with your teamd key
stakeholders to define the ultimate goal or outcofmgour project. This
might be the product that is going to be develojled,service that will
be provided, or the problem your project will salve

Consider the needs and expectations of all staétel®l and/or
beneficiaries when determining your goals, andtigeir approval early
on. Make sure your team members weigh in on theiracy and

feasibility of the goals you define, as well. Rentbem the more of this
you can figure out ahead of time, the easier yowjegt will be to

manage later.

Determine Outcomes, Objectives, and/or Deliverables

After the primary goals have been established, kbesch down into
smaller, more manageable pieces. In some industuges as nonprofit
and education, these pieces are objectives or mase-for example,
solutions to problems that have been identifiecttierpopulation you're
trying to help, or learning goals that studentsdneeachieve. In other
industries, such as project management and softdevelopment, the
smaller pieces may be deliverables, such as a tiragkplan, or a
prototype of the software.

During the design phase, some organizations breakndoutcomes,
objectives, and/or deliverables even further imie tasks and activities
required to complete them. Others save the taskitydbreakdown for a
later phase of the project life cycle, such asrduproject scheduling.
It's up to your organization to decide what worlesb

59



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

Whatever your process, it's helpful to use the SMA&ronym when
identifying outcomes, objectives, and/or deliveesbl

Make sure they are:

Specific Be as clear and direct as possible so that lgbercan plan the
tasks that will be performed to achieve them. Rlespecific guidance
on which resources are involved and their roles.

Measurable: Outcomes, objectives, and/or deliverables must be
guantifiable. This way, you’ll be able to measuesults and track
progress.

Achievable: Make sure goals can realistically be achieved ryitree
resources, budget, and time frame available.

Relevant: All outcomes, objectives, and/or deliverables $théagically
result in achieving project goals and producingmualied results.

Time-Bound: Provide a timeline for when they will be
achieved/completed.

“You can get caught up in the minutiae of largejgcts, but you have
to work from the outside in toward the details. &eup large sub-
projects into smaller pieces.”

Identify Risks, Constraints, and Assumptions

Now that you've determined what you want your pcoj® achieve,
identify anything that could stand in the way o guccess. Document
any risks and constraints on budget, time, or nessuthat could affect
your team’s ability to reach goals, milestones, anttomes. Then try to
resolve as many of these problems as you can. Witlidelp prevent
delays once the project is underway.

It's also good practice to document any assumptimasge during the
project design phase. These will come in handy whem create a
Statement of Work (SOW) and/or project schedulel aill also help
you estimate costs more accurately.

“All projects are built on assumptions, and smadjgct managers know
this. At the start of the project, the scope fauasptions is unlimited.
Smart project managers capture these within thegulgsocess, then
deal with them in a very disciplined manner.”

For example, if you assume that a necessary pieequipment will be

available when the project reaches the installgtioase, this should be
noted. That way, if the person who makes the sdbeediscovers the

equipment isn’t available until a later date, ybb¢ informed and can
adjust the timeline and budget accordingly—befdre &ctual work

begins.
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Prepare a Visual Aid

Once you've determined your goals, outcomes, aslsriyou can
prepare a visual aid to represent part or theeeptioject. Visualizations
are particularly common in the creative, constauctinonprofit, and
software development verticals. However, using alizations can be
useful when managing any type of project since tpsyide team
members and stakeholders an easily understandablesi®t of the
project’s goals, outcomes, deliverables, produdsivices, and/or
functionality. Visual aids may include:

Sketches or drawings

Plans, schematics, or rough blueprints
Flow charts

Site trees

Gantt charts

Screenshots or screen designs
Photos

Prototypes

Mind maps

Whiteboard drawings

The type of visual aid you choose may depend ormr yodustry. In
project management, Gantt charts, mind maps, aniglvdard drawings
are often used to visualize early-stage projectigdss In software
development, diagrams, trees, charts, or maps ef gbftware
architecture and/or functionality are common (mam this in the
software development section below). Prototypesmadels may be
created for product development projects. Whilewfleaharts are
common in the nonprofit realm.

In construction project management, blueprintsyirgs, schematics,
and/or plans are produced, which are then revielmedn engineer or
architect. Once approved, working drawings are teceaout of the
preliminary plans, which are used when performirtge tactual
construction.

Ballpark Your Budget

It's important to know the budget right from tharst Even if you don’t
have a complete picture of the costs and incomes pooject will
generate, create a budget in as much detail aggouThe clearer you
can be about your budget during the project degigrse, the less likely
you are to experience unexpected cost overruns late

Estimating your budget will also help you determthe feasibility of
the project. If the cost is more than your clieatistomer, funding
source, or partnering entity can spare, the prajaatt realistically be
undertaken.
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Determine Approval and Monitoring Processes

Now that you have a picture of the project’s goailsks, and budget,
decide how success will be determined. List théega you'll use to
judge whether deliverables, outcomes, and the fimadluct have been
achieved. You should also determine what processest be followed
in order for the project and its elements to berayed, and who is
responsible for approval.

“The goal of the design phase is to have a defimigerstanding of what
success looks like to the project sponsors andskakeholders,” Not
really what the success means to you.

For projects that are quite technical or compleoy ynay also want to
add a stage for “proof of concept.” This allows ghreliminary design of
a product or service to be tested for viabilitydsefthe project advances
to the next phase. Performing this stage can sals af time and
money if the test isn’t successful. If your prodfamncept is feasible,
this can reassure clients, stakeholders, and/alirignsources they have
made a good investment.

Use Proper Project Design Documents

Of course, you must also use the proper documentadi capture all
this information. In project management, the outpiuthe design phase
may be as simple as a Gantt chart, flow chart, vebikrt, or hierarchy
chart that is carried into the project planning gghaHowever, many
projects do not have a formal design phase. Insthade is an initiation
phase, in which a detailed project plans, projdwarter, or project
initiation document (PID) is created. The approgoh take will depend
on your organization.

1.5.1 Project Design for the Nonprofit Industry

Project design for nonprofits - especially orgati@es working in

foreign and/or underdeveloped countries - can bexaemely complex
process, with equally complicated documentatiomjeget designs and
documents may vary based on your organizationetgrgpulation, and
the rules and regulations of the area where yooprerating. However,
there are some elements common to most nonpradjeqs, which

we’ll cover here.

Nonprofit project design centers on problems arldtiems: it involves
identifying issues that impact a target populatiorstead of finding
opportunities for your organization to lessen amglate them. Based
on information from United Nations agency the Intdronal Labour
Organization, renowned nonprofit the InternatioiMauth Foundation,
and other industry experts and resources, heteeidbasic approach to
nonprofit project design:
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Analyze the situation and identify problems

Conduct a “situation analysis” or “needs assessfhetich involves
clearly identifying your target group so you caningaa deep
understanding of their needs. Your target poputaiiecludes direct
recipients—those who will benefit from the immediautcomes of your
project—as well as the ultimate beneficiaries, loose who will be
impacted by your project in the long term.

Analyze all available data to get a clearer pictoife your target
population. Look at demographics, social and caltdectors, politics,
the local infrastructure, economic conditions, amaly other issues
unique to the area or population. You can find tmformation in

existing reports and research, and from direct masien, interviews,
and/or focus groups with members of your targetigro

Next, identify the major problems affecting thisogp, as well as the
causes and negative effects of those problems. lfoolany notable

strengths and weaknesses in the target populad®mwell as in your
own organization. This exercise will help you id8ntvhich problems

your organization could have the greatest impagctod prove the need
for your project to donors and stakeholders.

For example, maybe one of the problems is that yarget population

experiences a higher prevalence of certain commabtecdiseases. One
cause of the problem might be poor education abizgiase prevention.
The effects could include higher mortality and upé&gment rates. If

your organization excels at educating people alpooper health care,
you have an opportunity to reduce the impact o pmoblem.

Assess your stakeholders’ capabilities.

Your next step is to identify and analyze otherrent and potential
stakeholders, which may include your organizatioisding sources,
local and regional government agencies or entiaesl, other nonprofit
groups working in the area. Entities or organizatithat can help you
better reach your target population are known adryepoints,” and
should be identified as such in your project desigoumentation.

Conducting a stakeholder analysis shows you whioligs might have
an interest in your project and its outcomes. Ik aso reveal:

a. Which groups could help or hinder your project

b. What resources they have

C. Their level of influence or authority over the ptgtion and the
project

d. How high a priority your project is to them

This will allow you to choose the right organizat®oto partner with,
and identify risks posed by those who could ressyawr work.
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Identify the long-term and short-term outcomes youwant to
achieve.

Now that you know the problems, identify the saus your project
will provide. As with any project, you should firgtentify the ultimate
goal or outcome of your project and then breakti smaller outcomes
and objectives that will help you reach that goal.

Nonprofit projects must establish both long-termrategic outcomes
(also known as “development objectives”), as wedl raearer-term

objectives. Some organizations only identify “imna¢ed objectives,”

while others also include “intermediate objectivé&it serve as a bridge
between the longest- and shortest-term goals.

When identifying your outcomes, use SMART criterichen, phrase
them as positive statements that demonstrate howorganization will
decrease or eliminate the impact of the problem your target
population. For example: “Implement a program tacade 1,000 people
in a rural town in Uganda about how to protect thelwves from
communicable diseases by the end of the project.”

SELF-ASSESSMENT EXCERCISE

1. What are the Expert Tips for Effective Project Desi
2. Enumerate procedure for Project Design for the Btioic
Industry

Create an implementation or work plan.

Here, you'll outline the activities that need to performed in order to
achieve outcomes. ldentify the long- and near-terbjectives the

activities will impact, as well as any outputs theill produce. The

activities should also meet SMART criteria. It'g@aod idea to put these
activities in a timetable, as this will make schiedyeasier.

Next, list the inputs (staff, financial, and equigmh resources) required
to carry out the tasks, as well as the costs, goututhe activities will
accrue. Using this information, you can creatediminary budget. Be
sure to work with your organization’s financial sfdist to ensure your
budget estimates are accurate.

Make a monitoring and evaluation (M&E) plan.

Nonprofits are accountable to stakeholders and oaad therefore
must closely monitor and evaluate the results oéirthwork.
“Monitoring” refers to tracking whether activitiesre being properly
executed on a regular basis. “Evaluation” meanstifyang the impact
of the activities and inputs on the project’'s outes and outputs.
Evaluations are done less frequently—usually atethe of key phases
or milestones.
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The M&E plan outlines how your organization willllext, enter, edit,

analyze, and interpret project data. To createan,pthoose “indicators”
(characteristics that will show whether the desiredults have been
achieved) and “targets” (the amount of progress ggpect to make
toward completing an objective in a certain amoahtime). These
should be specific and quantifiable, and may aligith project

milestones.

In your plan, identify the tools and methods thdt e used for data
collection and analysis; who is responsible for M&there it will be
performed; the M&E budget; and how reporting wid bandled. Also
define the process for potential follow-up actions.

Once your nonprofit project design is complete, yam use it as the
framework for a formal proposal, which will help woorganization
secure funding in a later stage. For further guéardownload our
nonprofit project design template.

1.5.2 Project Design for the Education Industry

In recent years, there has been an increasing focusutcomes in the
education industry. Some schools are breaking duthe test- and
textbook-based format, and turning to alternateaching models that
emphasize achieving learning objectives over graaeb test scores.
There are several models and frameworks that cansbd to design
education projects, but all of them involve a foonsresults.

While nonprofit project design centers on problearsl solutions,

education project design focuses on questions as@e&s. In project-

based learning, teachers help students learn regeksowledge and
skills by designing projects that engage them mependent research
and inquiry, resulting in the presentation of afilearning product.

While every project will vary, the following stepare generally
recommended in any type of education project design

Identify the learning outcomes.

The projects you design should impart students witiportant
knowledge and skills that help them achieve legr@otcomes. These
outcomes should be based on learning standardsmasti cover key
subjects for the class and grade level. The pragleotid also facilitate
teaching and assessment of the skills students mestl to succeed in
the modern world (i.e., problem-solving, collab@rai communication,
and the use of technology). Identify the primarisiand outcomes that
your project will help students achieve.

For example, a learning outcome might be: “Studevitsbe able to
articulate which social, political, and economictéas contributed to the
onset of the Boko Haram Insurgency’
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The Institute for Meaningful Instruction creates rraula and

instructional material for teachers using nonlingestructional design
(NLID), which is a framework within which projectased learning can
take place. With NLID, instructors and project desrs first determine
the learning outcomes and content they want tohte@loen they work
backwards to determine the course material, evahmt and

performance criteria that will be used.

Self-assessment Exercise
1.5.3 Expert Tips for Effective Project Design

We've rounded up expert advice for best practices more effective
project design. These five tips will help you ceeaffective project
design documents for any industry.

o Design projects with the ultimate goal in mind As we've
discussed, perhaps the most important thing to mdmee when
designing projects is to start with the ultimatealgor outcome
and work backwards. Identify the end result you twgour
project to achieve, and then break it into smalleinks that each
contribute to the ultimate goal.

o Meet with all stakeholders It's important that all parties
involved be consulted during the project designspghaHold
regular team meetings, and make sure to includeesivant
stakeholders in at least the initial session.

“Bring all of the stakeholders ... into the disdoss’, “Aligning on
goals and pulling innovative ideas from each stalddr will help to
streamline the process. On countless projects,estigngs or questions
come from the most unsuspecting folks, which cdp ke redefine the
whole project.”

The importance of communication with stakeholdessemphasized.
Meeting at least every other week to discuss asyeis is suggested.
“Most projects fail not because the intent, des@ndea was not viable,
but because the team was lacking in communicatonuaderstanding,”
“Work with your stakeholders to agree on the gdhé& process, the
risks, and the responsibilities.”

Consult industry and/or professional association reources Find

available project management resources for yourstrg or specialty to
guide you during the project design phase. Readhtouhe local

professional organization for your industry, anlk ta someone on the
board to see if they can introduce you to a seas@xpert in your
industry who has experience with project managemeé&here is no
substitute for learning from an experienced prodess.”

Consult internal resources Regular team meetings are a cornerstone of
project management. These meetings keep everyongaok as the
project design phase progresses, and allow youobsuit with staff
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members who can inform the process. Your orgamizai internal
documentation may also provide you with useful infation. Also,
communicate heavily, and ensure you follow your apigation's
approval processes.”

Cazad, of Character.org suggests that you “determine a point person
for each aspect of the project. Outline initialpstéor each person, and
the process of how they work together. Maybe a Vyesddbrief meeting

is best. Maybe collaborative living documents ... kvarell enough.”
She also suggests referring to “survey resultesi@nd documentation
from projects past, budgets (past and currentd][@nevious projects’
calendars.”

Review and revise as you gd?roject design is a complicated process,
and your design documentation may need to be updatd edited as
you go. Don’t get frustrated if you find yourselaking changes, as this
is standard practice.

|l/<,f/|
1.6 Summary

Project initiation is the original beginning of peot preparation
followed by project design, although they haveaiarareas in common.
Many projects do not have a formal design phasge#d, there is an
initiation phase, in which a detailed project plampject charter, or
project initiation document (PID) is created.

Going by the lessons we have learnt so far, wagykhow that project
initiation together with project design involvaidying, discussing and
analyzing (with clients and project staff). The jeat definition has to
be written and final objectives set. Next is tot limperatives and
desirables that lead to generating alternative tegi@s. These
alternatives have to be evaluated before a codraetion is chosen out
of them. Similar projects executed somewhere havéet verified in
terms of their structural approach. Here, the pagierience of the
project team also comes to play an important noléhé success of the
project. Finally the project team have to be sieytare pursuing the
real opportunities or addressing the correct prable

N

Government of Canada - Public Services and ProemenGuidelines
for the Preparation of Project Plans or (ProjectanPl
Document/Report), www.tpsgcpwgsc.gc.cal/biens-
property/sngp.../guide-eng.html
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u:: 1.8 Possible answer to self-assessment exercise (s)himit

the content

SELF-ASSESSMENT EXERCISE 1
Enumerate procedure for Project Design for the Btioic Industry
Answer

In recent years, there has been an increasing focusutcomes in the
education industry. Some schools are breaking duthe test- and
textbook-based format, and turning to alternateaching models that
emphasize achieving learning objectives over graaesb test scores.
There are several models and frameworks that canskbd to design
education projects, but all of them involve a foonsresults.

While nonprofit project design centers on problearsl solutions,

education project design focuses on questions as@e&s. In project-

based learning, teachers help students learn regeksowledge and
skills by designing projects that engage them mependent research
and inquiry, resulting in the presentation of afilearning product.
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While every project will vary, the following stepare generally
recommended in any type of education project d@sign

Identify the learning outcomes.

The projects you design should impart students witiportant
knowledge and skills that help them achieve legr@otcomes. These
outcomes should be based on learning standardsmasti cover key
subjects for the class and grade level. The prgleotid also facilitate
teaching and assessment of the skills students mest to succeed in
the modern world (i.e., problem-solving, collab@rai communication,
and the use of technology). Identify the primarisiand outcomes that
your project will help students achieve.

For example, a learning outcome might be: “Studevitsbe able to
articulate which social, political, and economictéas contributed to the
onset of the Boko Haram Insurgency’

The Institute for Meaningful Instruction creates rrcaula and

instructional material for teachers using nonlingestructional design
(NLID), which is a framework within which projecased learning can
take place. With NLID, instructors and project desrs first determine
the learning outcomes and content they want tohte@loen they work
backwards to determine the course material, evahmt and

performance criteria that will be used.

Choose the driving question that the project will aswer

Upon completing the project, students should aravéhe answer to a
“driving question” that helps them achieve the muted learning
outcomes. In order to encourage critical thinkitng, question should be
reasonably challenging for students in their respeaqrade levels to
answer. It should also be open-ended, with more thae “right”
answer, so students have the freedom to inquireegpidre.

Driving questions serve as the project’'s thesisg &elp students
understand why they are doing the work. They shdaddphrased in
clear, specific language so they are easy to utad®ts Perhaps most
importantly, driving questions should inspire passiand excitement
about answering them.

Examples of driving questions might be: Why aral cights important?
or Was the Iraq War justified?

Structure the project to enable a process of contired inquiry.

Not only should your project help students answelriging question
that you supply, it should also provoke them to asid answer
guestions of their own. Remember, all project desnyolves breaking
larger components of work into smaller ones thatrioute to achieving
the ultimate goal. Therefore, students should bsedtiving question to
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brainstorm smaller questions that help them ar@ethe ultimate
answer.

You may start this brainstorm with the whole classt the goal is for

students to engage in the inquiry process on them—in other words,

answering one question should prompt students to themselves

another. This pattern of discovery and explorationtinues throughout
the life of the project, until the driving questimanswered. It can also
be helpful to focus on real-world questions thdécif students’ lives;

this will better engage the class and drive leaygoals home.

Give students “voice and choice.”

As the BIE describes, education project design Ishallow students to

have a “voice and choice.” That means studentsageiay in the

guestions they ask and answer, the resources #isgyhaw they manage
their time, their process for completing and organg tasks, who is on
their team, and other important elements. This ¢l project feel

more meaningful to individual students.

What's more, the tools, resources, tasks, and atiatu standards you
use should mimic real-world conditions as closalypassible. Instead of
simply giving students a textbook to look up thewers in, they should
be encouraged to drive their own research and thedt own answers
through sources they choose. These sources catllgiéanything from
watching a documentary film to talking with membef the local
community.

Include time and guidelines for reflection, feedbak, and revision.

Both during and after the project, incorporate appaties for students
and teachers to reflect on the learning, give auwive feedback, and
make necessary revisions. Include guidelines inr ymoject design
document for when, how, and with whom reflectiond aieedback
sessions should occur. Sessions should be wetlitsted, and should
occur at key points throughout the project lifeleydhe goal is to help
students understand what

SELF-ASSESSMENT EXERCISE 2
What are the Expert Tips for Effective Project Desi
Answer

These five tips will help you create effective jead design documents
for any industry.

1. Design projects with the ultimate goal in mind.

As we've discussed, perhaps the most importamigtho remember
when designing projects is to start with the ultiengoal or outcome and
work backwards. Identify the end result you wanurygroject to
achieve, and then break it into smaller chunks ¢faah contribute to the
ultimate goal.
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2. Meet with all stakeholders

It's important that all parties involved be consdltduring the project
design phase. Hold regular team meetings, and maketo include all
relevant stakeholders in at least the initial $g8si

“Bring all of the stakeholders ... into the disdass’, “Aligning on
goals and pulling innovative ideas from each stalddr will help to
streamline the process. On countless projects,estigngs or questions
come from the most unsuspecting folks, which cdp ke redefine the
whole project.” The importance of communicationhngtakeholders is
emphasized. Meeting at least every other weekdouds any issues is
suggested. “Most projects fail not because thenintkesign, or idea was
not viable, but because the team was lacking inncomcation and
understanding,” “Work with your stakeholders toesgion the goal, the
process, the risks, and the responsibilities.”

3. Consult industry and/or professional association reources

Find available project management resources forr yiodustry or
specialty to guide you during the project desigag#h Reach out to the
local professional organization for your industmd talk to someone on
the board to see if they can introduce you to @a@ead expert in your
industry who has experience with project managemeéhere is no
substitute for learning from an experienced prodess.”

4. Consult internal resources

Regular team meetings are a cornerstone of projacagement. These
meetings keep everyone on track as the projecydgsiase progresses,
and allow you to consult with staff members who daform the
process. Your organization’s internal documentatioay also provide
you with useful information. Also, communicate hi#gvand ensure
you follow your organization's approval processes.Cazad, of
Character.org, Suggests that you “determine a point person foh eac
aspect of the project. Outline initial steps forckegerson, and the
process of how they work together. Maybe a weeklyretf meeting is
best. Maybe collaborative living documents ... worklivenough.” She
also suggests referring to “survey results, n@ed,documentation from
projects past, budgets (past and current), [an@vipus projects’
calendars.”

5. Review and revise as you go

Project design is a complicated process, and yesigd documentation
may need to be updated and edited as you go. [genftustrated if you
find yourself making changes, as this is standaadtre.
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UNIT 2: PROJECT PREPARATION/PLANNING
Structure
1.1  Introduction
1.2  Learning Outcome
1.3  Main Content
1.3.1 The Concept of Project Plan and Project Rtagnn
1.3.2 Preliminary Project Plan (PPP)
1.3.3 Project Management Plan (PMP)
1.4  Executive Summary
1.4.1 Project Background
1.4.2 Scope Management
1.4.3 Time Management
1.4.4 Cost Management
1.4.5 Financial Management
1.4.6 Change Management
1.4.7 Risk Management
1.4.8 Procurement Management
1.4.9 Quality Management
1.5.1 Safety Management
1.5.2 Human Resources Management
1.5.3 Communications Management
1.5.4 Environmental Management
1.5.,5 Claims Management
1.5.6 Signatures
1.5. How to write a project plan in
1.6 Summary
1.7 Reference/Further Reading

p =
@ 1.1 Introduction

Every project tells a story about its goals, teaming, and deliverables
- and it requires detailed project planning and agament to get the
story right. Some of those stories are short antieégooint while others
are long essays. No matter the length or levehefstory an outline is
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required. In the project management world, thidimeitof the stories is
called a project plan.

Project preparation or planning comes after prajetation. It serves as
the roadmap towards formulation and implementatbrthe project.
The Project Plan takes on two forms during the difethe project. It
initially starts out as the “Preliminary ProjectaRl and can have
specific annexes updated as more information besawailable. At the
beginning of the Delivery Stage, the “Project Magragnt Plan” is
prepared to detail the delivery plan to the enthefproject.

Throughout the life of the project, client requésseope modifications
and their associated impact should also be notethenappropriate
sections of the plan. The project team must pecailyi validate and/or
modify assumptions as the project evolves. In gdnas the project
evolves, risks should be more accurately definedwal as their

potential impact should be better understood andyated. Also, in the
various sections of the project plan such as scegieedule and cost,
include the source of information for later refazenn case verification
of information is required (i.e. project leaderpject manager, client,
consultant, quantity surveyor, etc.)

Most of the materials used in this unit are dravomf. World Version,
Guidelines for the Preparation of Project Planglj57

@ 1.2

At the end of the study unit you are expected to:

Learning Outcome

1. Grab and differentiate between the concept of ptopan and
project planning

2. Be able to prepare a preliminary project plan (P&®R) project
management plan (PMP)

3. Master the art of writing a project plan in 10 glmsteps

——=113 Main Content
1.3.1 The Concept of Project Plan and Project Planng

The Project Plan is the document that defines tlam gsystematic
method) that will be used to meet the project dbjes. It will include

why this project is being initiated, what is to dene, who will be
involved in its development and delivery, when ill we done and how
it will be done. In addition to these basic questioit includes cost
information, monitoring and control strategies. $tauproject plan, also
known as a project management plan is a documexttdbntains a
project scope and objective. It is most commonlyresented in the
form of a Gantt chart, to make it easy to commumita stakeholders.
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Project planning is the process of establishing db@pe, defining the
objectives and steps to obtain them. It is onehefrhost important of
the processes that make up project management.olitprit of the
project planning process is a project managemant pl

1.3.2 Preliminary Project Plan (PPP)

The Preliminary Project Plan (PPP) is preparedheygderson carrying
out the role of the Project Leader. The purpostn®fPPP is to focus on
the plan (systematic method) that will be takexewelop the project to
the end of the Project Identification Stage at Whigoint Project

Approval/Expenditure Authority (PA/EA) will be ohited or denied.

Please note that many of the sections and infoomgirovided in the

Statement of Requirements (SoR) can be used atitefutteveloped to
help complete the PPP. Experts can equally be tedstor further

guide.

The Key Aspects of the PPP

Project Background - Description of the project background,
describing the context for the project, the idesdtifneed and the reasons
for initiating the project. Content for this sectics largely based on the
“Purpose” and “Background” sections of the SoR.

Scope Management Problem/Opportunity Definition and any project
constraints/issues. The content of this sectiorulshbe based on the
“Problem/Opportunity Definition” section of the SoR'he Scope
Documents will be divided into small packages teate the Activity
List and Milestone List, as well as a Work BreakadoS8tructure (WBS).

Time Management— From the Activity Lists and Milestone Lists, a
Project Schedule will be developed. In the PPPchedule must be
developed up to PA/EA, and an overall milestond ligflecting
activities to the end of the project is requirechowéver, any known
schedule constraints (e.g. fixed end date, leageyshould always be
reflected.

Cost Management— The level of detail for this section is subjexthe
adequacy of information to generate a Cost Plantlier proposed
project.

Note that the intent is to provide an initial butif@ the project with
expected cash flows for delivery of the project.8Asiinimum, copy the
spending breakdown provided in the approved Statemef

Requirement document and provide an estimate /litimef how the
funds for those cost items / activities will behliissed.

Financial Management — Must outline approved seed funding
(received with the Approved SoR) and anticipatest€®o complete to
PA/EA submission.
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Quality Management — Description of how the records management
system is to be established and maintained, déseripf the project
review methods and description of the project naimg and reporting
methodology.

Human Resources Management Who will be the project team for
this stage and their roles and responsibilitiesthin preliminary stages
of the plan a simple outline of the project teand anles can suffice.
The roles and responsibilities should however beeldped in detail as
the project approaches PA/EA.

Once the Identification Stage is completed andptiogect is approved at
PA/EA, the PPP will be used to transition the pcojer the next stage
by the project delivery team.

1.3.3 Project Management Plan (PMFp

The Project Management Plan (PMP) is prepared &y Finoject

Manager, respecting overall objectives definedhi@a PPP and project
approvals obtained by the Project Leader. The PBrdjeader is to

validate and sign the PMP.

The purpose of the PMP is to define the projececidje and scope for
the approved solution, as well as how it is exetuteonitored, and
controlled during the Delivery Stage. The PMP detaioject activities
from the Planning Phase to Project Completion amslees that the
project objectives and requirements provide suffitidetail to allow for
the preparation of complete project instructionh® project team.

1.4  Executive Summary

(This section is to be prepared last after akkvaht sections are
treated)

The summary is intended to provide the reader wituick overview
and good understanding of the essential aspecteeoproject. While
Writing this section, keep in mind that the purpasehe Preliminary
Project Plan is to bring the project to PA/EA, ahe purpose of the
Delivery Stage Project Management Plan (PMP) rawvide sufficient
detail to allow for the preparation of complete jpad instruction to the
project team, summarize the project objectivesterurscope of project
and its source, forecast cost estimates and sasedidnsitive issues and
potential risks. Indicate the environment of th@jpct: government-
owned, leased space, etc. Describe the key issivsgothe project that
have been evaluated and analyzed and that cleaiypodstrate
problem/opportunity need and how it provides bedti® while meeting
economic or political objectives. “Cut and pastedni the Statement of
Requirements (SoR)/ Tenant Requirements Package)(TRvestment
Analysis Report (IAR) if necessary but be sure #tatements are
concise. Avoid pointing the reader to the full SR since this is an
executive summary and the reader should not hago telsewhere to
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obtain the summary. It would be a useful sourcénfarmation for an
individual preparing a ministerial briefing note.

1.4.1 Project Background
For PPP

Provide background information to describe the exntor the project,
the identified need and the reasons for initiathmg project. This section
should closely resemble the “Background” sectiorth&f SoR. Indicate
in this section if other projects are related te thne. Is this project
planned to be a multi-year and/or a multi-phasgeptd

For PMP

Reiterate the problem/opportunity driving the pobjand summarize the
results of the project Identification Stage (e.gsults of feasibility
studies and recommendations of the IAR). Summatiee solution
chosen that will be used in the project to deliher option selected from
the 1AR.

1.4.2 Scope Management
Problem/Opportunity Definition (for PPP only)

Describe the major objectives of the solution resgiito meet the
defined problem/opportunity. The content for trestoon should closely
resemble the “problem/opportunity” section of theRS The project
objectives should also relate to the criteria thient would use to
evaluate the project. Topics might include:

Space Based: (samples of issues)

Geographic Boundaries

Access to public transit, parking

Suitability of space

Source of funds

Timing - Lease expiry

Security

Space Reduction

Special purpose space

New client program with additional FTES requirirgase
10. Swing Space

11. Strategies - Policies - Regulations - Standardsititms
12. Potential for non-compliance with space standards
13. Etc.

Asset Based: (samples of issues)

CoNOOORWNE

1. Source of Funds
2. Health & Safety
3. Emergency power
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Environment and Sustainable Development

Heritage considerations

Structural: capacity

Operating & Maintenance Cost Reduction

Procurement

Timing

0. Security

1. Strategies - Policies - Regulations - Standard$atiams (e.g.
accessibility)

12.  Etc.

1.4.3 Time Management

HB©oo~Ne O A~

Describe how the Project Team will use proper ityustandards and
practices in development and maintenance of sche@uld documents.

Schedule and Development

Describe how the Project Team will work together develop all
schedules (e.g. Gantt chart) with sufficient detaisummary activities
and logic to reasonably portray the project.

Describe how all schedules will maintain the samerkAMBreakdown
Structure (WBS) as well as Milestones and MilessoDates.

The current project schedule should be either agthdém the PPP or
PMP, or if it is filed electronically, the locatiosshould be indicated in
this section.

Major Milestones

Use the identified deliverables and Control Poists the Major
Milestones within the project. These milestoned b used in Project
Performances and General Reporting

1.4.4 Cost Management
Project Cost Plan and Cash Flow
For PPP

This section is limited to the amount of spendingharity from the
approved Statement of Requirements. Therefore naisienum, provide
a breakdown of the approved spending authority amticate the
timeline of how the funds for each cost item /attiwill be disbursed.

For PMP

Provide the Cost Plan for the project with itemizeetakdown into
appropriate major components such as:

1. Construction Works

2 Fit-up Works

3. Consultant Fees

4 Other Fees and Disbursements
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5. Risk Allowances — as identified in the Risk ManageatPlan
6. Other Ancillary Costs

7. Client costs

8. Taxes

9. Escalation

Client costs must be included in order to refldot total cost of the
project to the federal government.

Following the Cost Plan, prepare a forecasted Gésiv reflecting the
expected expenditures / spending in relation topifogect schedule for
each of the major components. For projects with @tipte year
duration, the Cost Plan and Cash Flow must be ptedein both
constant dollars (without escalation) and in curdoilars (escalated for
inflation, i.e. constant dollars x appropriate ciostices for the year that
the expected expenditures/spending will occur).

Utilize the Project Cost Plan template and attadoy to this Project
Plan

1.4.5 Financial Management
Funding Strategies

Describe the funding approvals required and thenmd steps to obtain
funds and approvals. (i.e. local, regional, HQ treo). Indicate if the
project is single funded or multi-funded. The mfi@tion in this section
should reflect what has been outlined in the lastisn of the SoR.

Approved Funding

Provide a summary of approved funding. Indicate tiviethe approved
funding is from an internal or from a client depaent. Is the funding
part of existing corporate plans? If so, provide treference (e.g.,
provide the related Minute number).

1.4.6 Change Management
Scope Management

Describe the tools, techniques and approach toakentto control
changes in scope, to determine who will have aitthfor such change,
to identify who will pay for additional fees/costand to monitor the
impact on other aspects such as the budget, s&hednd risks
associated with the approved changes. Note thahenPreliminary
Project Plan this section may not be highly devetbp

1.4.7 Risk Management

Risk analyses and plans are to be prepared folipwome guidelines
and the some Risk Management Knowledge Area. lectusummary of
the major risks identified and their potential imfsmrelative to cost,
schedule, quality and political objectives of thejpct. Describe the
planned responses to mitigate, minimize or avoighaots on costs,
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schedules and quality. The potential impact costso@ated with the
risk analysis should also be included in the cetiates shown in the
Cost Management section. Review the Risk Managenteiain
periodically and amend the Risk Management Plandinde new risks
as they appear throughout the life of the project.

1.4.8 Procurement Management

This section covers the plans to procure the g@odisservices needed
for the successful identification and delivery loé project.

1.4.9 Quality Management
1.5.1 Safety Management

Describe the actions proposed to meet the dueeditig aspects of
construction safety. If the construction takes plat areas occupied by
federal employees or where the public might hawvess, how will their
safety be ensured? What interaction will be reguiwath provincial
jurisdictions? Confirm who is the constructor? WHas the constructor's
responsibilities? Is this a leased facility or gonveent-owned building?
Do we have a health and safety officer assigndtisoproject? What is
this person's role and responsibilities?

1.5.2 Human Resources Management

Provide a project organizational chart that shows individuals
required for all aspects of the project (appropritdr the scope and
nature of the project). Ensure the type of servareslisted as defined in
the Work Breakdown Structure (WBS), including bot fimited to the
following:

a. Project management

b. Contracting and procurement

C. Real estate services

d Consulting services (Architectural, Interior Desidgviechanical,
Electrical, and Structural)

e. Specialist consulting (Audio-Visual system, coustro design;
vibration analysis consultant, cabling consultingpi¢e, data,
image), etc.)

f. Geotechnical consulting

g. Cost-estimating services

h. Scheduling services

I Functional and Technical programming

J- Interior Environment Consulting (acoustics, therntamfort,

lighting, art gallery, archives, etc.)
Laboratory/Bio-safety Specialist

Commissioning agent services

Testing services

Communication and information technology (IT) seed
Public relations services

e=3 -5
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Environmental services

Hazardous waste management services
Wind and snow studies

Metallurgical services

Security systems

Health and Safety Consultant

Horticulturist (interior and exterior planting)
Review committees (state and federal levels)

S<e~0-QovD

List the resources required from internal or exaésources, such as real
estate, IT, and environmental services. Who ardhtiné parties? If need
be with multi-source funded projects, differentazaied backgrounds in
the staff boxes could be used to distinguish why fper who
(Consultants, specialists, contractors, suppletts)

Include a team master list in the annexes to iflertie name,
department, position, phone number. email addfassjumber, cellular
number, etc. This can be very useful for a new nemihen they join
the team.

SELF-ASSESSMENT EXERCISE

1. What is Work Breakdown Structure in project
management?
2. Try to prepare one related to any project you know

1.5.3 Communications Management

“Internal communications” refers to communicatidretween parties to
the project. The internal communications plan stialdscribe the type
and manner of communications between members oprbject team,
including consultants, clients and contractorst &mail, fax, or letters?
Describe the lines and methods of communicatioe, types and
frequency of reports, the requirements for miniatéariefing notes, and
other forms of communication to be provided andwiom. What
common software suite will be used as the standesitten
communication package between all team members8 {§more of an
issue when dealing with OGD clients.)

The author is free to break this section down subheadings to deal
with each team component separately, i.e.

in-house PSPC communication
consultant team

clients

contractors

landlord

service providers

etc.
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This section could be augmented with a graphic j4eto
Communication Diagram” with solid lines and dotletes to show the
type of communication that is expected. No line mnseano
communication.

“External communications” refers to communicatiovith those outside
the immediate project team. Planning for this tgdecommunications
can be politically sensitive and will require inputom the

communications officer. Provide details on how miation will be

handled for the media, members of the public, govent public

relations, members of Parliament, OGDs, agenciespecialist interest
groups. Include planning for any opening, sod-tugnor ribbon-cutting
ceremonies in this section. If the communicatiohasnpis complex,
include the main elements of the communications hathis section
and attach the complete plan as an annex

1.5.4 Environmental Management

All projects must have an environmental review. Tagponsibility for

conducting an environmental assessment for an amiental project
rests with the Ministry of Environment, but othgeacies or consulting
firms may be called on to do it on behalf of theniiry. Expert reviews
can also be carried out. The type and extent oéwes/required must be
determined in consultation with environmental exper

1.5.,5 Claims Management

Provide information on the planned strategies flaints prevention.
Describe proactive strategies, such as alternaligpute resolution
mechanisms and escalation ladders to resolve paltetdims quickly
and at the lowest level. Describe any planned parig sessions or
education of consultants and contractors on speethlwork. Claims
often stem from poor-quality or unclear documeiitserefore, plans for
mitigating claims arising from this risk should bevered in the quality
management section.

In the event of a formal claim, update the Projahagement Plan with
the description of the claim and the settlement wartiohow it was

funded (Ministry, client, shared responsibilityc.¢? What mechanism
was used for the payment? Who was involved in thgotiations and
their position title at the time of the negotiattorWas litigation

required? Indicate under what file number the cland settlement
documents reside.

1.5.6 Signatures

The Project Leader and the Project Manager (LeaRiegresentative,
Property Manager - delete where not applicablegedo deliver this
project in accordance with this (Identificationelivery Stage) Project
Plan and amend the annexes of the (PPP or PMR)dpeily as project
parameters change. Their signature below indiditey have received
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the document and verified the project parametémse(tscope, cost) to
be correct as presented.

1.5. How to write a project plan in

Step One Understand the scope and value of your projest pl
Step Twa Conduct extensive research

Step Three Ask the tough questions

Step Four. Create your project plan outline

Step Five Talk with your team

Step Six Write your full project plan

Step SevenExecute your plan in Team Gantt

Step Eight Publish your plan

Step Nine Share your plan with the team and make sure tbag it!
Step Ten: Prepare to keep planning

At its core, a project plan defines your approant the process your
team will use to manage the project according tgpec Every project
needs a plan; not only does it go a long way towaeping teams
honest in terms of scope and deadlines, a plan conzates vital
information to all project stakeholders. If you apgch it as something
more than a dry document and communicate that aspécdifferently
to everyone involved, it can and will be seen &sgral to your project’s
success. The fact is, a plan is more than datssthié story of your
project and you don’t want it to be a tall taleké&iany well written
story, there are components that make it goodadn, fany solid plan
should answer these questions: What are the maejoedables? How
will we get to those deliverables and the deadlin@%o is on the
project team and what role will they play in thakdiverables? When
will the team meet milestones, and when will otmembers of the team
play a role in contributing to or providing feedkaon those
deliverables? Use those questions as a checkyafteve created your
plan, and keep reading. A solid plan is creatéer gfou’ve done your
research about the team, your clients, and youjegroand have
determined all of the factors that will make thirpchange. you should
build the plan with inevitable changes or delaymind. Make sure that
you ask about the factors that could delay youjegeio

|l'/<f/|
1.6 Summary

Project planning is a process that establishestbpe, objectives and
steps in managing a project. The end result of phi€ess produces a
Project Plan which is a document that containsstiope and objective.
There are three major aspects of project plannmgsidered in this

82



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

study unit. These are: Preliminary Project Planningroject
Management Planning and 10 simple ways of prepariagroject plan.
The Preliminary Project Plan (PPP) is the firsgstéollowed by Project
Management Plan (PMP). Sometimes, the PPP is swosumo the
PMP to be only one process. In documentation,

the first section of the PMP is the Executive Sumynl the process,
however, it is the last thing to prepare becausgpvies the summary of
all that is contained in the process.

Project Plan is a document that defines the plgysgematic method that
will be used to meet the project objectives. & document that contains
a project scope and objective. Project planningthenother hand, is the
process of establishing the scope, defining theatlyes and steps to
obtain them. The output of the project planningcess is a project
management plan. Preliminary Project Plan (PPPBjdpared as part of
the Project Identification Stage at which point jBcd
Approval/Expenditure Authority (PA/EA) will be ohited or denied.
The Key Aspects of the PPP are: Project Backgrou8doppe
Management, Time Management, Cost Management, ¢ialan
Management, Quality Management, Human Resourcesagéeanent.
The Project Management Plan (PMP) is made up ofclke
Summary, Project Background, Scope Management, Maneagement,
Cost Management, Financial Management, Change Mamagt, Risk
Management, Procurement Management, Quality Managen$afety
Management, Human Resources Management, Commumsati
Management, Environmental Management, Claims Managé and
Signatures. The study unit ended up with how tdenai project plan in
10 simple steps.
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Evaluation and Control, Vikas Publishing House, PMd., New
Delhi.

Thirwal A. P., (19...... ), Growth and Development: WiBpecial
Reference to Developing Economies, Seventh Editaigrave,
Macmillan.

Nagarajan, K., (2012), Project Management, (Sixti&ul), New Age
International Publishers, New Delhi.
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Nicholas, J. M.& Steyn, H., (2008), Project Manageinfor Business,
Engineering, and

Management, Principles and Practice, (Third Ed)tioButterworth
Heinemann, U.K.

u:; 1.8 Possible answer to self-assessment exercise within

the content

SELF-ASSESSMENT EXERCISE 1

What is Work Breakdown Structure in project managetf

Answer

The Project Management Plan (PMP) is prepared &y Finoject
Manager, respecting overall objectives definedhi@a PPP and project
approvals obtained by the Project Leader. The PBrdjeader is to
validate and sign the PMP.

The purpose of the PMP is to define the projececidje and scope for
the approved solution, as well as how it is exatuteonitored, and
controlled during the Delivery Stage. The PMP detaioject activities
from the Planning Phase to Project Completion amslees that the
project objectives and requirements provide suffitidetail to allow for
the preparation of complete project instructionh® project team.

In a nutshell, The Work Breakdown Structure (WBSIiI wot be
detailed at the beginning of the project but wédcbme more detailed as
the project progresses from the identificationte tlelivery stages and
through the various phases within each stage. Riefeappropriate
roadmap for a description of key activities reqdifer each Phase.
Describe the approach to subdividing the scope aisndown into
manageable work packages that organize and ddimeotal project
scope. Use the scope documents, approval docuraedtproject team
meetings to identify the packages. This proceskdeitelop the activity
list for the project.

SELF-ASSESSMENT EXERCISE 2

Try to prepare one related to any project you know

Answer

For PMP

Provide the Cost Plan for the project with itemizeetakdown into
appropriate major components such as:

1. Construction Works

2 Fit-up Works

3. Consultant Fees

4. Other Fees and Disbursements

5 Risk Allowances — as identified in the Risk ManagetrPlan
6 Other Ancillary Costs
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7. Client costs
8. Taxes
9. Escalation

Client costs must be included in order to refldet total cost of the
project to the federal government.

Following the Cost Plan, prepare a forecasted Gésiv reflecting the

expected expenditures / spending in relation topifogect schedule for
each of the major components. For projects with @tipte year

duration, the Cost Plan and Cash Flow must be ptedein both

constant dollars (without escalation) and in curdoilars (escalated for
inflation, i.e. constant dollars x appropriate costices for the year that
the expected expenditures/spending will occur).

85



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

UNIT 3: PROJECT FEASIBILITY STUDY/APPRAISAL
Structure
1.1 Introduction
1.2 Learning Outcome
1.3  Main Content
1.3.1 Market Feasibility
1.3.2 General Economic Indicators
1.3.3 Patronage/Demand Estimation
1.3.4 Demand Estimation Techniques
1.4  Supply Estimation
1.4.1 Technical Feasibility
1.4.2 Financial Feasibility

1.4.3 Project Cost Estimation — Foundation for FRuial
Appraisal

1.4.4 Components of Capital Cost of a Project.
1.5 Economic and Financial Analysis and Projecblfiey
1.5.1 The Social Cost of Investment
1.5.2 Cost and Risk Assessment
1.5.3 Ciritical Success Factors
1.5.4 Project Appraisal
1.5.5 Project Appraisal Report
1.6 Summary
1.7 Reference/Further Reading
1.8 Possible answer to self-assessment exercisgtii@) the content

/ =]
@1.1 Introduction

Most investment proposals pass through the stagghetking out the
feasibility and large projects usually need a teitigy test to be carried
out before a handsome amount is committed. Prégasibility is a test
where the prima facie viability of the investmestevaluated and the
evaluation is based on secondary but comprehedsitze Hence rough
estimates based on others’ experience form thes bsthe viability
check in the project feasibility report.

86



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

In the private sector, there are basically threpesy of feasibility
evaluated in the project feasibility report, namely

a. market feasibility,
b. technical feasibility,
C. Financial feasibility.

When projects are evaluated by government or govenh agencies,
additional feasibilities include:

d. economic and
e. Social feasibility.

In the private sector, Market Feasibility is cadrieut in detail while
Technical feasibility and Financial Feasibility dess emphasized. In
the public sector, however, all feasibilities amared out with more
emphasis given to economic and social feasibilities

@ 1.2 Learning Outcome
At the end of the unit you should be familiar with:

1. The concept of project appraisal or feasibilitydsés.

2. How to carry out and analize Market Feasibilityechnical
Feasibility, Financial Feasibility, Economic Vialbjy{Appraisal,
The Social Cost of Investment, Risk Assessmentic@riSuccess
Factors,

3 Project Appraisal in the Public Sector, and

4. Project Appraisal Report Writing.

Main Content
1.3.1 Market Feasibility

A market feasibility study aims at assessing thlesspotential of a
proposed product. Product whose sales potentiagis are less risky to
invest in.

1.3.2 General Economic Indicators

General Economic Indicators The demand potentialafoy product is
likely to have some kind of association with a feeonomic indicators.
So a change in demand and a change in one partamuame economic
indicators may take place simultaneously, or wéhdl or lag. Some of
the important economic indicators include:

1 gross domestic product,
2 per capita income,

3. income disparity,

4 rate of urbanization,

5 population growth rate,
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6. literacy rate,
7. government spending and
8. money supply

For example, the per capita income, especiallyefupper middle class
has exploded the demand for a car in Nigeria adéhalim the 90s. The
demand for consumer durable goods like white g@wkelectronics is
also linked with income trends.

1.3.3 Patronage/Demand Estimation

Projection of project patronage or demand for rsdpcts is the most
important step in a project feasibility study. $ati points related to
patronage or demand estimation are briefly enuraéra¢low.

1. the end user profile
2. the study of influencing factor

3. regional, national and export market potential

4. Infrastructure facilities which may facilitate orortstraint
patronage or demand.

5. Forecasting the patronage or demand

1.3.4 Demand Estimation Techniques

A number of methods and techniques are availalbiidoi@casting the
future. These can be separated into two broadsetasjuantitative
techniques and qualitative techniqgueQuantitative Techniques This
forecast is directly based on historical data aza loe carried out in a
mechanical fashion. It assumes that the past tagdrelationship will
continue in the future also

Qualitative techniquesaim at forecasting change in a basic pattern as
well as the pattern itself. These techniques aeel dsr forecasting the
turning point in a pattern; for example, the expdatlecline in demand

of a product, which has touched the maturity point.

The choice of forecasting techniques is of vitapartance because
historical data analyzed by them may have diffeggatterns, and also
the future for which the forecast is made may hsewme of the factors
in variation, compared to what they were during tlevant period of
the historical data.

This section, only attempts to point to the studéat one cannot just
take “any techniques” for forecasting. A need baskdice would
minimize errors in judgment

1.4  Supply Estimation

Unlike demand, supply estimation is more difficuRast trends of
supply of goods to the project can be studied amthér extrapolated.
Projections so made, need to be adjusted with #ip bf addition
information like the project undertaken in the emmry, import
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possibility as governed by import policy, importifaand international
prices.

1. Information regarding the entry barrier is alsofuke

2. A long gestation period and a high capital to lab@tio in an
industry may create a natural entry barrier.

3. The government licensing policy, the availability @quired
input like materials and skilled labour also caes&ry on barrier,
product category where entry barrier is high isikely to see
sudden spur in supply, offering more comfortablesifian to
existing players.

1.4.1 Technical Feasibility

Various factors are analyzed in checking the tezdinfeasibility of a
proposed project. They are listed below.

a. Availability of commercial exploited technology ands

alternative
b. The transplantability of technology into the loealvironment.
C. The suitability of the technology involved mustdssessed in the

light of the available quality of material, qualy power, skilled
personnel, atmospheric conditions, quality of weaded other
factors like:

Technological innovation rate in the product.

Production process.

Capacity utilization rate and its justification.

Availability of raw material and other resourckelipower, gas
water, compressed air, labour, etc.

Requirement of plant and equipment and fabricaailities.

A feasible product mix with possibilities joint arfy products.
vii. Facilities for affluent disposal.

d. A broad based evaluation of the technical aspetctzoject is

carried out at the project feasibility stage altimglines listed above.

e. The commercial side of technical details is alsadisd

simultaneously so that the commercial exploitapitif technology can
be evaluated

1.4.2 Financial Feasibility

The first step in project (investment) appraisahliways to identify the
flows involved:

PwONPE

o g

o First there is the investment cost in the initiatipd.
o Second, there are the operating costs, for exalaipéeir and raw
materials.

o Third, there is the value of the output (sales iplidd by price).

o Fourth, there is the question of the life of theject.

. The value of the flows must then be discounted btaio their
present value because everything has an opportuwost.
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Demand and price estimate are derived from the atark
feasibility study.

Project cost and operating cost are derived froantdchnical feasibility
study. The estimates need to be supplemented with:

a. tax implementations depending upon the prevailexgiaws, and
b. Financial cost emanating from the financing akirre
considered for the project.

These provide enough information for the calcutated the financial
bottom line of the project. The financial analysisludes quite a few
assumption, working and calculations.

Some are briefly described below:

1. Projections are made for price of products, the odsvarious
resources required for manufacturing goods, andaagp
utilization. Use of the thumb rule or actual dath smme
comparable projects are generally included in gienates.

2. The period of estimation is determined, and theuadf the
project at the terminal period of estimation isefwast. The period
of estimation should be justified by factor likeetiproduct life
cycle, business cycle, ability to forecast, pewddebt funds, etc

3. Financing alternatives are considered and a teetathoice of
financing mix is made together with assumption reu the
cost of funds and repayment schedules

1.4.3 Project Cost Estimation — Foundation for Finacial Appraisal

In project financial appraisal, correct estimatidrihe capital cost of the
project is essential. Under-estimation leads tgegtorunning short of
funds after work has started and all project aisimay be grounded
especially if all other sources of additional fumgliare unavailable.
Over-estimation also leads to more funds availéie required which
can prompt the project promoters to divert thesekinds for other uses
not related to the project. That can also have thagampact on the
project. This emphasizes the need for a correainatt of the project
cost.

1.4.4 Components of Capital Cost of a Project.

Land, Land development and Buildings. Main factobwilding,
Ancillary factory buildings, Administrative buildgs, Laboratory,
Godowns, Toilet blocks, Overhead/underground waterage tanks,
Canteen, rest rooms, guest houses, Quarters femtedsstaff etc.

Plant and machinery, Electricals, Transport andcteme charges ,
Knowhow/Consultancy fees o Miscellaneous assetslinkinary and
preoperative expenses, Provision for contingendwesgin money for
working capital.
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1.5 Economic and Financial Analysis and Project Viaility

First of all, let us consider the secondary (otrixt) costs and benefits
that may arise from public projects, and then atgrshow to adjust the
market prices of goods and services and factopsaxfuction in order to
take account of their economic value to societrafe.

There are three major indirect effects to consider:

First there is the economic impact of the projent thbe immediate
vicinity of the project.

a. Some projects, of course, such as an irrigatiorerseh) are
designed to have an impact on the immediate vigiaihd their
benefits would be counted as direct benefits, lihemoprojects
will have incidental indirect effects, both pos&iand negative.

b. A new road, for example, which is designed to cavel time,
may raise output in the immediate vicinity.

C. This is a positive benefit. On the other hand & m&arn to
generate electricity may flood arable land and cedagricultural
production. This is a negative indirect effect.

Second, there are the price effects upon local etarkf, for example,
prices fall as a result of a project, this représemn gain in consumer
surplus, and this needs to be added to the valtleegiroject.

A new road that reduces supply costs will reduce ginice of local
supplies and represent an indirect benefit of tael r

Third, there are the consequences of a projectofoer sectors that
supply inputs to the project. If a project demanusre inputs, this is
income to the supplier. For example a new darn vatjuire local
materials; a new factory will demand steel, and o These
repercussions need to be taken account of.

Beyond the secondary (or" indirect) effects of potg, the market prices
of goods produced and the factors of productiordusay not reflect

their value to the economy as a whole. The priocssdnadjusting to

reflect their true economic value to society.

In economic appraisal (as opposed to financial @ppl), we now have
to redefine the variables in the net present védumula to ascertain
whether a project is profitable to society at larlee terms ‘economic
viability' and ‘financial viability' are not diffent, from the perspectives
of companies. However, from the national angle faoh the viewpoint
of the economy as a whole, economic feasibility mancial feasibility
are not considered to be the same. Cost and betetfihe nation due to
the proposed project are considered in the econfaagibility test.

The following, among other factors, differentiateovomic viability
from financial viability: Tax revenue, generationf employment,
savings of foreign exchange.
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The government and government agencies calculage etonomic
indicators of a project before permitting the pobvj@r financing it.
Techniques for checking economic viability haverbdescribed

1.5.1 The Social Cost of Investment

If investment is wholly at the expense of consunmtihe social cost of
the investment may be measured by the current fisacriof
consumption. If however, investment in one projectpartly at the
expense of another investment, part of the costshefsacrifice of
consumption is deferred until the time at which displaced investment
would itself have yielded consumption.

1.5.2 Cost and Risk Assessment

Basic indicators of financial viability used in fitoand cash flow
estimates.

1. They may be subject to risk or uncertainty.

2. The evaluation of risk is also necessary.

3. There are many methods of risk analysis and rigkagement.
4. However, at the stage of the project feasibiliydst two main
methods are applied: (a) Breakeven point, andSénsitivity analysis.

1.5.3 Ciritical Success Factors

The success of a project depends on the actuabroet®f some key
variables. These key variables are called critszaicess factors. An
inaccuracy and uncertainty surrounding these factolay render a
project unattractive. Each industry has its owticai successful factors
identified from the experience of businesses. kanwle, in the case of
a cement project, the key success factors are:

availability of wagons,

freight charges,

supply of power and

supply of coal, The above factors generally comtsti65%o0f the
variable cost and 40% of realization.

In the case of an aluminum project, power whichoaat for' more than
60% of realization is the' critical success factwme of the factors are
project specific, and they are also specific toabenomy and location.

Risk is studied in the light of possible variatioms critical success
factors. For the choice of location and to study isk of a project, it is
essential to identify the critical factors, whicatérmine the success of
project as follows:

a. Availability of raw material (limestone in the casé a cement
project).

b. Supply and cost of electricity power (in the casam aluminum
project)
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C. Transportation facilities (for any bulk goods predu) iv. Supply
of skilled manpower (in case of the information hieclogy
industry)

Other variables could be the critical success factbhey are product
and region specific. The right choice of locatioaymeduce the cost of
a project and the uncertainty regarding the avdifglof resources.
However, if some crucial factors are subject taatitd changes, then the
impact of their variability on the net profitabjliof a project has to be
separately analysed.

1.5.4 Project Appraisal

When we talk about 'public investment' we are tajkmainly about
public infrastructure projects (such as roads ardewsupplies) and
public enterprises projects (such as steel mitlsygy plants and so on).
But there are other categories of state suppomessiment where social
cost-benefit analysis may be applied, such as rig&ctor projects
financed by public credit(for example, small-scaildustries financed
through state development bank) and private squmects subject to
public control (for example, transport and minirentures).

When discussing project appraisal there is a di8tin to be made
between financial, economic and social appraisal:

1. Financial Appraisal has to do with the financialwls generated
by the project itself and the direct cost of thejgct measured at
market prices.

2. Economic appraisal has to do with adjusting casts benefits to
take account of costs and benefits to the economiarge,
including the indirect effect of projects that amet captured by
the price mechanism.

3. Social appraisal has to do with the distributioc@hsequences of
project choice, both intertemporal (that is, ovéne) and
infratemporal (that is between groups in societyaapoint in
time).

1.5.5 Project Appraisal Report
A typical project appraisal report would consistio# following:

1. The term of reference

2. An engineering/technical study to see whether thgept is
technically feasible

3. A financial study to ascertain how much the projedt cost in
budgetary terms, at market prices

4. An appraisal of the economic costs and benefitisiing outputs

and inputs at social prices and including secondapact on the

economy and the effect on the distribution of ineom

Details of the administrative requirement of thejpct

Conclusions and recommendations

o g
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SELF-ASSESSMENT EXERCISE

and social feasibilities?
2. Give some examples of social impact of a project

|l/<f/|
1.6 Summary

Project feasibility study is a vital aspect of @aj management in both
the public and the private sectors. While the pgevaector is more
critical about the technical and the financial atpethe public sector is
more concerned with the economic and social aspé&bis is because
the private sector is profit oriented and the pukkctor is service and
welfare oriented. The Government is much more @stixd in the safety
of her citizens as well as the contribution of a/gte sector project to
the entire economy in terms of GDP, export, emplelymgeneration,
technology transfer, etc. Hence a project can hhnieally and
financially viable but if it does not take into @aemt the social and the
economic variables, it will never scale throughdorvernment approval,
especially foreign investors into the country.

We have come to understand the importance of fliasibtudies in
project management in both the public and the pris@ctors. Market
Feasibility goes a long way to identify the genezabnomic indicators
of a project, the patronage or demand estimatiothefproject or its
products as well as the supply estimation of thgegt input or raw
materials. The study unit has also taught us midutathe technical
aspect of project feasibility together with finamcieasibility. We get to
know project cost estimation as a foundation foaficial appraisal. We
have equally got to know the components of camitat of a project.
The study unit taught us how to go about econommd &nancial
analysis of a project in order to ascertain itsoiigy. This paves the
way for assessing the social cost of investmest pmoject and the risks
involved in such investment. The Critical Succes&térs — CSF or
Means of Verificationof success — MOV, or Succesdidators — Sl
have been learnt. All about project feasibilitydstus to come out with a
report of the study or the appraisal. This has kgbaen treated in the
study unit. We ended up with the conclusion on tingor areas of
interest in feasibility study in the private ane thublic sectors.
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: i 1.8 Possible answer to self-assessment exercise (s)hiwit
the content

SELF-ASSESSMENT EXERCISE 1

Why does government give more emphasis on econ@mit social
feasibilities?

Answer

The government is interested in knowing how a gipssject can affect
both the economy and the society in general pesjtior negatively.

SELF-ASSESSMENT EXERCISE 2

Give some examples of social impact of a project.
Answer

1. Demographic impact

2. Environmental impact
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Module 3: Project Implementation and Monitoring.

Unit 1: Project Implementation

Unit 2 Plan Implementation

Unit 3: Monitoring and Evaluation

Unit 4: Development Planning Experience of Nigenmal Africa

UNIT 1: PROJECT IMPLEMENTATION

CONTENTS

1.1 Introduction

1.2 Learning Outcome

1.3  Main Contents

1.3.2 The concept of project implementation and aament

1.4  Organizational Requirement of a Project - Theatrit
Organization Structure

1.5 Linear Responsibility Chart (LRC)

1.6  Programme Evaluation Review Technique (PERT)
1.7 Summary

1.8 References/Further Reading

1.9 Possible answers to self-assessment exerc)sewifsin the
content

@1.1 Introduction

After a project has been designed and the requrethet prepared,
resources made available, the next thing is impfgat®n. This refers
to day to day activities at the project site thedd to the project goal
attainment. Monitoring involves periodic assessnwdrthe activities to
ensure that actual performance matches with inttpeeformance.

@ 1.2  Objectives

At the end of the study unit you are expected to be

1. Familiar with the concept of project implementaticand
management.

2. conversant with project organization structure,

3. conversant with responsibility assignment throughnehr

Responsibility Chart (LRC)
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4. able to carry out project network analysis (PERPM; Slack
Time, Spillage etc.)

Main Contents
1.3.1 The concept of project implementation and maagement

Project implementation and management is a plaeffedt that brings
together and optimizes the resources necessarprplete a project
successfully. One definition of a project manageme that itis a
set of activities with a specified developmehjeatives, a starting
point and completion point (i.e. time frame) aatlocation of
resources, a budget under the control of the naanagd finally a
management identify.

Project management writers by way of emphasis sorastconsider
project management to encompass the planning apdenmentation

tasks and activities that must be carried in otdeachieve the project
objectives on time and within the cost estimate boa to accomplish
this under anticipated or under uncertain condgionenvironment.

1.4  Organizational Requirement of a Project - The Mtrix
Organization Structure

The concept of matrix organization is very impottan project
engagement theory. In practical form the matrix apigation is a
combination of the traditional hierarchical funcisd structure and the
horizontal structure of the project super imposadeach other. The
matrix organization was developed as a result efsghort comings of
the traditional functional structure in project mgement. The initial
practical use of this modern management orientedtsire started in the
aerospace industry and in research and developrmentpanies.
However it can be effectively used in the organaraand management
of public sector projects. One important featurke tbe matrix
organization is that it permits the project managérether he is a
government official or a business manager to marmagess functional
lines of authority. In the matrix structure a fupoal parent
organization exists i.e. a government departmenmiaistry or private
organization within which the project managemerpiorés to the chief
executive in a line authority capacity as do thactional divisional
head. Existing side by side with the functionalgoé organization is the
project organization which is managed exclusively the project
manager.
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SELF-ASSESSMENT EXERCISE

1. Identify one major importance of the matrix struetu
Answer
2. What is the importance of the LRC?

1.5 Linear Responsibility Chart (LRC)

The L.R.C is a new techniques for organizationallysis. It is a graphic
method of analyzing and recording organizationalicttire into job

content and functional operating responsibilities @ single sheet of
paper. Organization ranging from large to smallgmvernment and
industry can utilize the L.R.C as an aid in solvingnagerial problems
relating to roles and relationships.

The L.R.C shows the extent or types of authoritgreised by each
manager/worker in performing an activity in whialvot or more in
performing an activity in which authority and maeegf workers have
overlapping authority and responsibility. It clag authorities
relationships that are right when managers worlsbige to common
activity function

1.6  Programme Evaluation Review Technique (PERT)

In project management, we need to show the intem@gncies between
events and activities. These interdependencies baugtentified so that
a master plan can be developed that provides ao-dpte picture of
operations at all times and is easily understoodlbynterdependencies
are shown through the construction of networks.

Network analysis can provide valuable informatioor fplanning,
integration of plans, time studies, scheduling, svgburce management.
The primary purpose of network planning is to etiate the need for
crisis management by providing a pictorial représgon of the total
programme.

19}

1.7 Summary
Project implementation or management is facilitatgdthe application
of specific management techniques like the LRC, Ntadrix structure
and PERT. Everything about a project is, thus, ifipett is carried out
within a specific time frame; it has specific teaihworkers; specific
budget; specific organization structure and managercentity.

The study unit is made up of three major sectiotitee-Matrix structure,
the Linear Responsibility Chart (LRC) and ProjectalBation and
Review Technique (PERT). The major feature of thegri structure is
its horizontal flow of authority as well as the gt manager’s direct
access to the chief executive for the purpose ofdawy unnecessary
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bureaucracy. Thus the project and its environmatgract with one
another. The LRC is considered important in proje@nagement
because it avoids role conflict, role overlap ante rambiguity. The
PERT is a roadmap for the project scheduling andng. It shows
interrelationships between events and activitiestiodl path is the
longest time on a channel among other channels fr@rbeginning to
the end of the project. On the critical path, nlagef a single hour or a
day can be tolerated. Any delay on that channelcearse the failure of
the project. Beside the critical path, all otheammhels have slack times,
meaning a delay in any of them can be toleratetiowit affecting the
project completion deadline.
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u:il.Q Possible answers to self-assessment exercise (ghiwi

the content

SELF-ASSESSMENT EXERCISE 1
Identify one major importance of the matrix struetu
Answer

It avoids bureaucratic bottleneck and allows fréewf of project
activities in order to meet project deadline.

SELF-ASSESSMENT EXERCISE 2

What is the importance of the LRC?

Answer

It avoids role conflict, role ambiguity and roleesiap
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UNIT 2: PLAN IMPLEMENTATION
Structure
1.1  Introduction
1.2 Learning Outcome
1.3. Main Contents
1.3.1 The Need for Implementation Plan
1.3.2 The Implementation plan Document
1.3.3 Six steps to Success of Implementation
1.4  The Implementation Process of Strategic Devekyg Plans
1.5 Common Reasons for Failure of Strategic Plgslédmentation.
1.6 Summary
1.7 References/Further Reading
1.8 Possible answer to self-assessment exercisgtli@) the content

£ N
@1.1 Introduction

After the plan preparation has successfully beempteted, the next
stage is the implementation aspects. Plan Implestient according to
Webster’s Collegiate Dictionary, is the processnalving an idea from
concept to reality. The process and the assocedddities involved in
implementation have to be planned ahead of timeu ¥annot start
planning for implementation while you are actuathplementing.

Plan implementation commences with agreement ofs goa criteria in
the value formulation stage. The implementatiorcpss extends over a
longer period of time, it deals with realities ie&tl of concepts, it
requires practical application and administratiop imany people,
instead of blueprinting by a relative few, andritigs the leaders face to
face with the necessity for many unpleasant dewssdifficult to carry
through. There are several elements involved im ptaplementation.
One of the elements in plan implementation in thielis sector includes
the execution of projects and the pursuits of paldir policies relating
to macro-economic variables and to specific sect®econdly, the
compliance and fulfilment of policies which werigher specified in the
plan or implicit in it. The execution of projectsorte would not
constitute plan implementation, it would also beessary to pursue the
policy which the projects was designed to promdier example, if
government policy calls for an increase in the wwduof certain exports,
the production of those items must be encouragedsport must be
available and impediments which may stand in they waust be
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overcome. Thirdly, is the retaining of maximum flakty in adapting

and modifying the plan as required by experience a&hanging
circumstances and realistic annual programmingbargjeting. Further,
there is the engagement in a continuous distributad income

conducive to national integration. Development plag in Nigeria and
in many other countries, therefore, is a procesediat paving way for
the above features of economic development in terfrechieving the
desired development.

@ 1.2 Learning Outcome
At the end of the study unit you are expected to:

1 Appreciate the need for Implementation Plan

2. Be able to prepare the Implementation plan Documen
3. Master the steps to success of implementation

4 Be familiar with the implementation process

5 Know the common reasons for failure of plan implatagon

Main Contents
1.3.1 The Need for Implementation Plan

An implementation plan breaks each strategy intentifiable steps,
assigns each step to one or more people and ssgghsth each step
will be completed using effective methods. If theseno effective

method to carry out the strategic plan, the stiatpdpn is likely to

collect dust and can lead to planning backlashtiogdhe feeling that
planning is a waste of time. In an industry whehe tcarcity of
resources is always a key limiting factor, goodhpiag is essential.

However, creating an implementation plan is chaileg. It requires the
planner to identify each step required to mountadgiqular strategy.
This activity in itself is a good test of the pldh.one does not know
how to implement a given strategy, then the stsatedikely not going

to be implemented.

Creating an implementation plan does far more thiamply test the

ability of the organization to make a strategy reapphowever. If one
simply sorts the implementation plan by person, bae a list of all

steps assigned to each staff or board member. ihtseir individual

strategic work plan. Each person now knows exabiyrole they play
to implement the strategic plan. If one persorssib too long, perhaps
that person has been assigned more than can réasbeshandled and
the strategy is in jeopardy. If someone has tdke lassigned, then that
person may be able to handle more of a load. Ines@nt, this sort
allows the manager to communicate with each peksomws what they

102



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

are meant to accomplish and then to make sure guérjhas been
completed on time.

But one can also sort the information in the impatation plan by
completion date. This gives the staff and boardldeship a strategic
timetable. At any point in time, leadership canedetine whether every
step has been completed that was meant to havecbawsieted. If tasks
have not been completed on a timely basis, managemest determine
why. Did the strategy change? Did other events gmevtimely
completion? Did the project simply fall through theacks? Does this
imply other changes in the planning calendar masnbde?

Too often some boards simply approve a plan and itpeore it. Too
many board meetings never refer back to the plahrttay have taken
substantial time to develop. The implementatiommé/es the board a
tool to keep track of the progress towards impleingnthe plan. Each
board meeting should include a review of the imm@etation plan.
What has been learned to date? Should the straeeggljusted in some
way?

1.3.2 The Implementation plan Document

The Implementation Plan Document The Implementagitam is made
up of the following components:

Introduction

This section describes the purpose of the planidemtifies the related
policy to be implemented.

Policy Overview

Here you have to provide a description of the poiabe implemented
and its programme.

Policy Plan Description

Next you think of providing an overview of the poliand problem it is
intended to address. Provide a description of #tara of the problem.

Assumptions and Constraints

Describe the assumptions made regarding the dewvelop and
execution of this document as well as the appleaonstraints. Some
items to consider when identifying the assumptiamd constraints are:

Schedule o Budget

Resource availability and skill sets,
Technology to be used,

Constraints associated with some projects

Policy Organization

Provide a description of the policy implementatisinucture and the
major policy components essential to its implemimta Charts,
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diagrams, and graphics may be included as necessarpvide a clear
picture of the policy.

Glossary

List all terms and abbreviations used in this plait.is several pages in
length, it may be placed in an appendix.]

Management Overview

This section of the Project Implementation Planvtes a description
of how the implementation will be managed and idiersst the major
tasks involved.

Description of Implementation [This subsection of the Project
Implementation Plan provides a description of tkenped deployment,
installation, and implementation approach. Includeether the system
will be implemented using a direct labour approachan contract
approach.

Points-of-Contact

This subsection of the Project Implementation Pidantifies the

System Proponent, the name of the responsible @agamn(s), titles,

and telephone numbers of the staff who serve aggof contact for the
system implementation. These points-of-contact khaoclude the

Business Sponsor, Program Manager, Project Mana@erality

Assurance Manager, Configuration Management Mana§ecurity

Officer, Database Administrator, or other managerg representatives
with responsibilities relating to the system imp&ntation. The site
implementation representative for each field idatmin or

implementation site should also be included, if rappate. Add

additional lines as needed to the table. If thgliegble team members
are listed in the Project Management Plan, referethe appropriate
section within that document.

Major Tasks

This subsection of the Project Implementation Plprovides
descriptions of the major system implementatiorkdag®\dd as many
subsections as necessary to this subsection tailgesal the major
tasks. The tasks described in this subsection aresite-specific, but
generic or overall project tasks that are requi@dnstall hardware,
software, and databases, prepare data, and validasystem

If several implementation approaches are beingevesl, then identify
the advantages, disadvantages, risks, issues,agstiime frames, and
estimated resource requirements for each optiorsidered. These
options could include:

o Incremental implementation or phased approach
. Parallel execution
° One-time conversion and switchover
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. Any combinations of the above.

Include the following information for the descrigmi of each major task,
if appropriate:

What the task will accomplish

Resources required to accomplish the task

Key person(s) responsible for the task

Criteria for successful completion of the task .(e.tuser
acceptance”)

1. Prepare a Task Description Chart of any projectkmoaw
2. What are the reasons for Failure of Strategic Plan
Implementation?

1.3.3 Six steps to Success of Implementation

Step 1 — Somebody has to be responsiblé no one has the
responsibility and corresponding authority to m#ieplan come to life,
it's damned from day one. The adage two head%etter than one
doesn’t apply here - committees are even worsee §pecific person
must be responsible for seeing the plan through.

This doesn’t mean one person has to do all of thekw most of the

time this is impossible. But a single individual shbe held accountable
for pushing the plan forward. Additionally, thevper, judgment and

authority to make the plan work need to abide wtis person.

Judgment is critical - if this individual lacks tleeumen to tweak the
plan in accordance with changing public sector $aage, disaster could
result.

Step 2 — Develop metrics throughout the plaiwVithout measures, the
chances of successful completion are minimal. btid,se measures
become the catalyst for revisiting the plan. Sgttmilestones— holds
everyone to the straight and narrow path of impletaigon.

Step 3 — If issues develop, understand the root cees and make
adjustments It's not enough to know the plan isn’t working. eWilave
to get to the root cause of the issues. This eaddrived by asking —
Why, how, what? Let us understand that every ptames with
unexpected issues. Unanticipated conditions amt @& the plan
environment — economic, political, social and neshhologies. Rather
than lamenting failure or worse yet sticking wittbad plan, we must
search for the root causes of the issues. Makisg adjustments to the
plan is crucial to long term success.

Ask questions to better understand the situatibmgs like:

o Why are we falling behind our milestones?
o What has changed since we laid out our plan?
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o What must change to get back on track? How cannmg lother
resources into the equation?

Step 4 — Insist on individual compliance with the jan Are there
individuals who refuse to follow the plan? Manygeeat plan fail
because a few individuals distort the executionheWer done in the
open or covertly underground, these must be adelless

It's not uncommon for a long-term team member tpage some aspect
of the plan. Except in the most blatant of cabésrhanifests itself with
half-hearted or delayed activities. For instartbey may selfishly try
the plan once and announce failure. This is inbhedrustrating and
damaging to morale.

Step 5 - |Instruct, educate and coach throughout theplan
Catastrophe awaits those who ignore the human aekenfée plan — no
matter how basic — must contain a mechanism fdruoson of those
involved in execution. As we contemplate the etionapiece - let's
remember; human learning requires repetition. &hgra good reason
for our repeated expose to the same TV adverts amlioRjingles —
Launch your plan with an instructional session espkat that session at
points along the way. Provide metric related upsdbr the group.
And, for those who lag behind — provide persondlizeaching.
Remember — good coaches motivate each person augowa that
person’s personality. Some people need encouragewigle others
need a mere.

Step 6 — Look to others for implementation tipdmplementation tips
flow from a number of places — basically anyone wias been on a
similar road of implementation. People like benahnking partners and
consultants sometimes fill this role.Understandimg pot holes on the
road to executing your plan eliminates a great a@édtustration and
save countless hours spent reinventing the wheel.

1.4  The Implementation Process of Strategic Develagent Plans

A strategic plan is of little use to an organizatwithout a means of
putting it into place. In fact, implementation is assential part of the
strategic planning process, and organizationsdéeglop strategic plans
must expect to include a process for applying ttea.pThe specific

implementation process can vary from organizationotganization,

dependent largely on the details of the actuakesjra plan, but some
basic steps can assist in the process and ensaftrémthlementation is
successful and the strategic plan is effective.

1. Evaluate the strategic plan The first step in the implementation
process is to step back and make sure that you keloat the
strategic plan is. Review it carefully, and highligany elements
of the plan that might be especially challengingcégnize any
parts of the plan that might be unrealistic or ssbee in cost,
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either of time or money. Highlight these, and beesto keep
them in mind as you begin implementing the strat@dan. Keep
back-up ideas in mind in case the original platsfai

2. Create a vision for implementing the strategic plan This
vision might be a series of goals to be reachegh, Isy step, or an
outline of items that need to be completed. Be drdet
everyone know what the end result should be and iwhyg
important. Establish a clear image of what thetsgria plan is
intended to accomplish.

3. Select team members to help you implement the strgic
plan. Make sure you have a team that “has your baak,tos
speak, and understands the purpose of the planttendteps
involved in implementing it. Establish a team leadfeother than
yourself, who can encourage the team and field tounss or
address problems as they arise.

4. Schedule meetings to discuss progress reporBresent the list
of goals or objectives, and let the strategic pilagrieam know
what has been accomplished. Whether the implementée on
schedule, ahead of schedule, or behind schedutessasthe
current schedule regularly to discuss any changsnieed to be
made. Establish a rewards system that recognizesess
throughout the process of implementation.

5. Involve the upper management where appropriate Keep the
organization’s executives informed on what is hajpg and
provide progress reports on the implementation red plan.
Letting an organization’s management know aboutpitegress
of implementation makes them a part of the procasd, should
problems arise, the management will be better #&bladdress
concerns or potential changes.

1.5 Common Reasons for Failure of Strategic Plan
Implementation.

Lack of ownership: The most common reason a plan fails is lack of
ownership. If people don't have a stake and resipdity in the plan,
it'll be business as usual for all but a frustréafea.

Lack of communication: The plan doesn’t get communicated to
employees, and they don’t understand how they irné.

Getting mired in the day-to-day. Owners and managers, consumed by
daily operating problems, lose sight of long-teroalg.

Out of the ordinary: The plan is treated as something separate and
removed from the management process.

An overwhelming plan. The goals and actions generated in the
strategic planning session are too numerous bedhesteam failed to
make tough choices to eliminate non-critical actioBmployees don't
know where to begin.
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A meaningless plan The vision, mission, and value statements are
viewed as fluff and not supported by actions or’'dbiave employee
buy-in.

Annual strategy: Strategy is only discussed at yearly weekene@agsr

Not considering implementation Implementation isn’t discussed in
the strategic planning process. The planning doaainseseen as an end
in itself.

No progress report There’s no method to track progress, and the plan
only measures what's easy, not what's important. die feels any
forward momentum.

No accountability: Accountability and high visibility help drive chge.
This means that each measure, objective, dataescamd initiative must
have an owner.

Lack of empowerment Although accountability may provide strong
motivation for improving performance, employees malso have the
authority, responsibility, and tools necessary topact relevant
measures. Otherwise, they may resist involvemmed bavnership.

o/
1.6 Summary

Whether we are just implementing a new plan or wag- through a
rough and rocky old implementation, following retigsly the laid
down planning process maximizes our success. Henveve have to
know that even the best of plans must be monitatesely during the
implementation and necessary adjustments made fdbraseen
circumstances.

In this study unit, we saw the need for implemeataplan and the
Implementation Plan Document which contains Polimerview of the

plan, Policy Plan Description including some asstiomg and

Constraints. The document also contains managemanview of the

plan with detailed description of implementatiomelmajor tasks in the
plan are identified including what the task willcamplish, resources
required to accomplish the task, key person(s)arsiple for the task,
and criteria for successful

completion of the task. We also discussed in than pdocument,
implementation schedule, implementation supporntudeentation of the
required personnel and their training requiremerferformance
monitoring and requirements of the plan implemeomasite including
risks and contingencies have been discussed. Tiie funally
considered six steps to success of implementatienjmplementation
process of strategic plans and common reasonsailrd of strategic
plan implementation.
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——11.7 References/Further Reading

1.8 Possible answer to self-assessment exercisetfsh the
content

Self-assessment exercise 1
Prepare a Task Description Chart of any projectkyoaw
Answer
Examples of major tasks are the following:

o Provide overall planning and coordination for thlementation

o Provide appropriate training for personnel

o Ensure that all manuals applicable to the implesderi effort
are available when needed

. Provide all needed technical assistance

o Schedule any special computer processing requiced the
implementation’] Perform site surveys before implementation

o Ensure that all prerequisites have been fulfilleefobe the

implementation date

Provide personnel for the implementation team

Acquire special hardware or software

Perform data conversion before loading data in¢ostfstem
Prepare site facilities for implementation

Consider addressing the changes that may be negessz the system
has been implemented. These changes may inclutd@rduot limited
to, personnel and technology equipment alignment aontractor
support

SELE-ASSESSMENT EXERCISE 2
What are the reasons for Failure of Strategic Rtgrlementation?
Answer

Lack of ownership: The most common reason a plan fails is lack of
ownership. If people don't have a stake and resipdity in the plan,
it'll be business as usual for all but a frustrafea.

. Lack of communication: The plan doesn’t get communicated to
employees, and they don’t understand how they irné.

. Getting mired in the day-to-day. Owners and managers,
consumed by daily operating problems, lose sighlboog-term
goals.
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Out of the ordinary: The plan is treated as something separate
and removed from the management process.

An overwhelming plan: The goals and actions generated in the
strategic planning session are too numerous bectugeséeam
failed to make tough choices to eliminate non-caitiactions.
Employees don’t know where to begin.

A meaningless plan:The vision, mission, and value statements
are viewed as fluff and not supported by actionglam’t have
employee buy-in.

Annual strategy: Strategy is only discussed at yearly weekend
retreats.

Not considering implementation Implementation isn’'t
discussed in the strategic planning process. Thaennpig
document is seen as an end in itself.

No progress report There’s no method to track progress, and
the plan only measures what's easy, not what's mapt No one
feels any forward momentum.

No accountability: Accountability and high visibility help drive
change. This means that each measure, objeciita, sburce,
and initiative must have an owner.

Lack of empowerment Although accountability may provide
strong motivation for improving performance, emm@ey must
also have the authority, responsibility, and topéressary to
impact relevant measures. Otherwise, they may stresi
involvement and ownership.
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UNIT 3: MONITORING AND EVALUATION
Structure

1.1 Introduction
1.2. Learning Outcome
1.3. Main Contents
1.3.1. Monitoring
1.3.2 Monitoring Mechanism
1.3.3 Evaluation
1.4  Project Monitoring Guide (Status Update/ Paddreview)
1.5 Summary
1.6 References/Further Reading
1.7 Possible answer to self-assessment exercigatiis) the content

£ N
@ 1.1 Introduction

Monitoring and Evaluation are key processes inqutojmplementation

and should be conducted on a regular basis. Camglcsine taken to

ensure that the M&E is not reduced to mere inspectand/or

supervision of works and other visible parametertsshould encompass
the physical, financial, social, cultural and ecmmo with a special

consideration for the participatory processes. Thiuld include

capacity building and institutional strengtheningputs, planning

processes- especially formulation of Community Depment Plans

(COPs) - to ensure that M&E is seen as a learninggss rather than a
policing tool.

To monitor a policy and the projects under the gyplsome data about
the policy must be obtained. A good implementafitem will suggest

some ways in which ongoing data about the policy loa generated in
the regular course of policy maintenance, for exdemfsom records,

documents, feedback from program clients, diaryienof staff, ratings

by peers, tests, observation, and physical evidence

@ 1.2.

At the end of the Session you are expected:

Learning Outcome

1. to get introduced to project monitoring and evabaraprocesses;
2. to be familiar with project monitoring guide and aéyation
report.
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Main Contents
1.3.1. Monitoring

Project development objectives and its attendaatsgare being met. It
involves periodic continuous review and surveilenby project
implementers to ensure that project deliverables @noceeding as
planned. It helps in knowing the level of progresade, identifies
implementation problems and proffer solutions, eesuhat activities
are performed on schedule and within the allocdtedget. Thus a
monitoring and evaluation system should be buitd ithe project in
order to permit periodic appraisal of the projepesformance, physical
outputs, benefits, expenditures and impacts.

Furthermore, monitoring guarantees stakeholdersfaation, places
safeguards to ensure that project outputs and mgsacorrespond to
stated objectives, enables a more responsive, atida and
transparent system of operation and allows for freadion, and detects
potential problems and allows for modifications.

Monitoring formats for assessing resource use ahdrccritical path”
indicators have been developed by experts. Unfatély in the past,
most projects have been inadequately monitored ewaduated, and
results were often poorly documented and disseethavlany of the
difficulties were due to lack of methodology and ttee time and
mechanisms needed for such activities.

SELF-ASSESSMENT EXERCISE

1. Clearly differentiate between monitoring and vailorat
2. Itemize and discuss the mechanisms needed| for
monitoring project

1.3.2 Monitoring Mechanism

The Mechanisms needed for monitoring project nrmajude the
following:

1. A data base and monitoring unitshould be established within
the project to collect, collate and analyse datatfe use of
evaluations. This can be done by using various odstiof data
collection.

2. An independent evaluation body to undertake periodic
appraisal work. Its members may be drawn from natio
planning agencies, universities, research inssfutgerest groups
and local communities, etc., in addition to projstetff.

3. Independent evaluationsshould be carried on even after the
project is completed. Depending upon the availghdf data and
resources, the whole or part of the project shdnddevaluated
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periodically. The lack of information on long-terrasults is a
major concern to many planners, government autbsriand
funding agencies.

4. Annual and final reports on monitoring and evaluation
results. Achievements should be clearly set out and coeth&y
the original goals.

5. Indicate when the Key Performance Indicators (KPI)must be
updated (scope, time, cost). In some countriegept®over $1M
must have their KP1 updated quarterly at a mininfanrmational
reporting.

6. Schedule Monitoring and Controt Describe how the Project
Team will follow the approved schedule and monéod control
the project progress.

7. Describe how the Project Teamwill provide Project Status,
Variance Reporting and Cash flow Projection repgrtiand
determine the frequency of reporting.

8. Cost Monitoring and Control: Variances between the current
budget estimates and approved funding will be regoon a
monthly basis. Describe the methodology and/orstdot cost
control and management of changes.

9. Describe the criteria, methods and techniqueso be used to
evaluate whether and how well the completed prajeeéts the
stated objectives.

10. Determine what strategy will be used for documenting and
communicating lessons learned as the project esdtiés should
not be left until the end of the project).

1.3.3 Evaluation

Evaluation is an objective and systematic procelsassessing the
relevance, effectiveness and impact of a projedhe context of the
project development objectives. It reviews impletagon process in
terms of inputs, activities, implementation managetnand emerging
results (outputs, effects and impacts). It makes ab information

generated by the monitoring and reporting systeih facuses on the
achievements of overall project targets and ohjestito generate
lessons about project design, which can be usetibsequent projects
or in modifying aspects of the project being evidda

Project evaluation is the last step in the progaetcution process. It may
ask deep and wide-ranging questions, such as:

1. Was the problem correctly identified, or was therect problem
identified?

Were any important aspects overlooked?

Were any important data left out of the analysis?

Did this influence the analysis?

Were recommendations properly implemented?

Is the project meeting the desired specification?

o U AN
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Are there any needs for modification, change, etasign?

What should be done differently next time?

When policies fail to have the intended effectsitisually due to
one of two types of failure: theory failure, or gram and project
failure?

1.4  Project Monitoring Guide (Status Update/ Periott Review)
Status Summary

© o N

a. Is project on track for delivery as expected?

b. What is final date for delivery?

C. What are final cost estimates?

d. Status against any other high-level shipping goals
— Manufacturing rate

— Delivery

— Partners, etc.

B) Progress

a. List achievements and progress since last stgiate was given
— Address schedule implications

C. Highlight those things that made progress possible

d. Attention Areas

I List delays and problems since last status updateas given
List corrective actions being taken

Address schedule implications

il. Make sure you understand

Issues that are causing delays or impeding progress

Why problem was not anticipated

If customer will want to discuss issue with uppermagement

iii. Attention Areas

List delays and problems since last status updategiven
— List corrective actions being taken

— Address schedule implications

iv.  Schedule

List top high-level dates

Keep simple so audience does not get distractdddeitails
Distribute more detailed schedule if appropriate

Make sure you are familiar with details of schedstdeyou can answer
guestions

V. Deliveries
List main critical deliverables
Yours to client
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Yours to outside services

Outside services to you

Other departments to you

Understand your confidence rating to each deliverale
Indicate confidence level on slides if appropriate

Vi. Costs
List new projections of costs
Include original estimates

. Understand source of differences in these numbers
be ready for questions
° If there are cost overruns

summarize why
list corrective or preventative action you've taken
set realistic expectations for future expenditures

Technology
. List technical problems that have been solved
. List outstanding technical issues that need toobesd
—Summarize their impact on the project
o List any dubious technological dependencies fojgeto

Indicate source of doubt
Summarize action being taken or backup plan

Resources

Summarize project resources;

Dedicated (full-time) resources

Part-time resources —

If project is constrained by lack of resources,gsj alternatives

Understand that customers may want to be assuwddath possible
resources are being used, but in such a way tisa$ eall be properly
managed

Goals for Next Review

Date of next status update

List goals for next review

Specific items that will be done

Issues that will be resolved

Make sure anyone involved in project understantisraplan
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o~ )
9

1.5 Summary
Public sector managers and planners should retdiaeplanning is a
continuous effort from initiation down to evaluation many countries,
original planners are also required to be involved project
implementation, monitoring and evaluation. Thatlvaélp to address
mistakes originating from the planning process. dtignce thus gained
can be used for the planning of similar projecthimfuture.

Monitoring a policy and the projects under the ppliequire some data
about the policy. Monitoring is a continuous or ipdic process of
assessing the extent to which project developmeéijgctves and its
attendant goals are being met. It involves periagiatinuous review
and surveillance by project implementers to ensthiat project
deliverables are proceeding as planned. Thereeiadled for a data base
and monitoring unit as an independent evaluationdybdkey
Performance Indicators (KPI) must be updated.

Evaluation is an objective and systematic procelsassessing the
relevance, effectiveness and impact of a projedhe context of the
project development objectives.

Project Monitoring Guide gives status update anchrsary of the

project activities. Updated progress is given po@qbut attention areas
with schedule implications, cost of the projeciadl as the technology
situation, asset and other resources on the gro@tdkeholder’s input
is also required in the report.
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u:i 1.7 Possible answer to self-assessment exercise (s)himit

the content

Self-assessment exercise 1
Clearly differentiate between monitoring and vailorat
Answer

Project development objectives and its attendaatsgare being met. It
involves periodic continuous review and surveilenby project
implementers to ensure that project deliverables @noceeding as
planned. It helps in knowing the level of progresade, identifies
implementation problems and proffer solutions, eesuhat activities
are performed on schedule and within the allocdtedget. Thus a
monitoring and evaluation system should be buitd ithe project in
order to permit periodic appraisal of the projepesformance, physical
outputs, benefits, expenditures and impacts.

Furthermore, monitoring guarantees stakeholdersfaation, places
safeguards to ensure that project outputs and mgsacorrespond to
stated objectives, enables a more responsive, atda and
transparent system of operation and allows for fieadion, and detects
potential problems and allows for modifications.

Monitoring formats for assessing resource use ahdrccritical path”
indicators have been developed by experts. Unfatély in the past,
most projects have been inadequately monitored ewaduated, and
results were often poorly documented and disseethavlany of the
difficulties were due to lack of methodology and ttee time and
mechanisms needed for such activities.

While evaluation on the other hand; is an objective and systematic
process of assessing the relevance, effectivemessrpact of a project

in the context of the project development objedivédt reviews
implementation process in terms of inputs, acgeitiimplementation
management and emerging results (outputs, effents impacts). It
makes use of information generated by the monigoand reporting
system and focuses on the achievements of ovengkqt targets and
objectives to generate lessons about project desigich can be used in
subsequent projects or in modifying aspects of phneject being
evaluated.

Project evaluation is the last step in the progaetcution process. It may
ask deep and wide-ranging questions, such as:

1. Was the problem correctly identified, or was therect problem
identified?

2. Were any important aspects overlooked?

3. Were any important data left out of the analysis?
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Did this influence the analysis?

Were recommendations properly implemented?

Is the project meeting the desired specification?

Are there any needs for modification, change, etasign?

What should be done differently next time?

When policies fail to have the intended effectsitisually due to
one of two types of failure: theory failure, or gram and project
failure?

©Coe~NO O~

Self-assessment exercise 2
Itemize and discuss the mechanisms needed for anmgtproject
Answer

The Mechanisms needed for monitoring project magluohe the
following:

1. A data base and monitoring unitshould be established within
the project to collect, collate and analyse datatfe use of
evaluations. This can be done by using various odstiof data
collection.

2. An independent evaluation body to undertake periodic
appraisal work. Its members may be drawn from natio
planning agencies, universities, research inssfutgerest groups
and local communities, etc., in addition to projstetff.

3. Independent evaluationsshould be carried on even after the
project is completed. Depending upon the availgbdf data and
resources, the whole or part of the project shdnddevaluated
periodically. The lack of information on long-terresults is a
major concern to many planners, government autbsriand
funding agencies.

4. Annual and final reports on monitoring and evaluation
results. Achievements should be clearly set out and coethay
the original goals.

5. Indicate when the Key Performance Indicators (KPI)must be
updated (scope, time, cost). In some countriegept®over $1M
must have their KP1 updated quarterly at a mininfarmational
reporting.

6. Schedule Monitoring and Controt Describe how the Project
Team will follow the approved schedule and monéod control
the project progress.

7. Describe how the Project Teamwill provide Project Status,
Variance Reporting and Cash flow Projection repgrtiand
determine the frequency of reporting.

8. Cost Monitoring and Control: Variances between the current
budget estimates and approved funding will be regoon a
monthly basis. Describe the methodology and/orstdot cost
control and management of changes.
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9. Describe the criteria, methods and techniqueso be used to
evaluate whether and how well the completed prajeeéts the
stated objectives.

10. Determine what strategy will be used for documenting and
communicating lessons learned as the project esdtiés should
not be left until the end of the project).
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UNIT 4: PLANNING EXPERIENCE OF NIGERIA AND AFRICA
Structure
1.1 Introduction
1.2 Learning Outcome
1.3  Main Contents
1.3.1. Overview of National Development PlanningNigeria
1.3.2 The Need for Planning in Nigeria after Indegence.
1.3.3 Success of Earlier Plans in Nigeria
1.3.4 Problems of Plan Implementation in Nigeria

1.3.5 Brief on the Framework for Planning and Butggein
Nigeria with Particular Reference to 1992 — 1994liRg Plan.

1.4 Institutional Framework for Planning
1.4.1 The Planning Process in Nigeria
1.4.2 Planning Methodology
1.4.3 The Three-Year Rolling Plan Strategy
1.4.4 The Budget Framework , .
1.5 Budgeting Process and Methodology
1.5.1 Issues in Planning and Budgeting
1.5.2 The Early Experience of Development Planmngfrica
1.5.3 Failure or Success of Development Planningfiiica

1.5.4 Challenges and Prospects of Development Rignim
Africa

1.6 Summary
1.7 References/Further Reading
1.8 Possible answer to self-assessment exercisgtiia) the content

@1.1 Introduction

Nigeria is a developing nation that got her indejesrte from Britain in
1960. As a newly independent nation in the earlg, 6dhe had the
exuberance of a hungry lion in the jungle tryingcatch many other
animals as food. Unfortunately, the colonial ecogomas not nurtured
for development of Nigeria. It was purely a marlgtstem built
specifically to serve the colonial home market. Wiihdependence at
hand, the national leaders saw the need to bro#uerscope of the
administration that could serve as a foundation lnlding the
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economy. This called for arrays of policies, plapiprogrammes and
projects.

@ 1.2  Learning Outcome
At the end of the study unit, you are expected:

1 to have an overview of development planning in Naye

2. Appreciate the need for planning in Nigeria aftetdpendence.

3. The history of success or failure of earlier plansligeria.

4 Be familiar with the problems of plan implementatio Nigeria.

5 Be able to relate Nigerian planning experiencehwither
African countries.

Main Contents
1.3.1. Overview of National Development Planning iNigeria

The Nigerian experience as regards developmentnpigncan be
discussed in the light of Long-Medium- and Shertyt plan in the
version of perspective, fixed and budgetary pl&ssentially, the recent
epoch of national development plan in the countajesl back to the
period after the Structural Adjustment ProgrammeARH As an
opportunity for revaluating the planning systemge tigovernment
introduced a new planning proposal which consigiéd fifteen to
twenty-year perspective or Long-term Plan, a thyesr- Rolling Plan,
and an Annual Budget that was to draw from theiRglPlan (Okojie,
2002). As a significant innovation, following frothe criticism in the
form of lack of administrative utility for the imgientation of plans
(Marcellus, 2009), vagueness (Okojie, 2002), and coastitutional
significance (Abasili, 2004) in the previous platise Perspective Plan
was conceived to be more specific and elaborateugdim scheduled to
take effect from 1990 along with the Rolling Pldahe ideology of a
perspective plan was actually implemented in 1996 aesult of the
setting up of a committee for Vision 2010. The Wisiwas to provide,
as a recommendation, the focus for all plans, oholy the rolling and
annual plans. The country’s First national RolliRtan (1990-1992)
came into force in 1990 with the objective to adfdhe country the
opportunity to revision in the midst of increasisgcio-political and
economic uncertainties. This supposedly medium-tplam, however,
turned out to be an annual event which became alomastinguishable
from the annual budget. According to Okojie (200R9Jling Plans have
been prepared yearly at all levels of governmenptuding the local
government level. Such that, at the end of abauRelling Plans from
1990 to 1999, Nigerians are no better off than these during the years
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of fixed medium-term planning. The fixed mediumateplanning in

Nigeria commenced with the First National DevelopmBlan (1962-
1968). It was followed, after the civil war, by tig#econd National
Development Plan (1970-1974), the Third National/&epment Plan
(1975-1980) and the Fourth National Development RIED81-1985).

After a three-year brake which resulted from theuCd’état that

overthrew the country’s second civilian administatin 1983 and a
military government in 1985, the Fifth National Réepment Plan was
rescheduled for the period 1988-1992. Howeveraie 1989, the then
military government, headed by General Ibrahim Bajida abandoned
the concept of a fixed five-year plan with the aaluction of a three-
year rolling plan in the context of more comprehemdifteen to twenty-

year plans

In fact, national planning experience in Nigerigegates the 1960s. It
was the period when planning activities were pueeliunction of the

colonial administrators. Although not comprehensive scope and

depth, the foremost national plans in the coumglude the Ten-year
Plan of Development and Welfare for the period 12965, and the

19551960 Plan which, however, was extended to 18&%2ertheless, as
observed by the authors of the First National Deelent Plan (1962-
1968), the pre-1960 plans were not plans in the sense of the word.
They were rather a series of projects which hac bemrdinated or

related to any overall economic target. In essepghably it was as a
result of oversight or a deliberate action thatla#l planning documents
thus far released in Nigeria have been silent @ Rlanning models
employed or adopted. Thus, it has always been feeudif exercise to

guantitatively assess the performance of any ecanpfan in Nigeria

vis-a-vis the goals and objectives.

1.3.2 The Need for Planning in Nigeria after Indepedence.

The backwardness of Nigeria economic growth anceldgwment could

easily be traced to colonialism. The colonial goweent left the

development of Nigeria to take place through theketamechanism,

but since our market demands is pegged at thearddge, there was no
way by which we can develop economically and theensuccessive
governments after independence to plan for theréutlevelopment of
the country. However, various reasons could beébated to the non-

development of our market system:

Firstly is the subsistence type of production ia tountry. Few goods
were able to pass through the market system andilmoting to this was
the poor transport and communication network whicdde markets to
be small and fragmented. The resultant effect wed the ‘price
mechanism in which the system depends does not teobking about
the allocation of resources from one use to thesrot®econdly, the
market system during the colonial days did not takeount of social
costs and benefits, that is projects that was egprofitable to private,
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business enterprises may be beneficial to the tyoagea whole; this is
because it could lead to increase in employmemgigo exchange and
attract companies to invest. Thirdly, in the markgstem the prices
indicates how resources are allocated, but with wiee spread of
income inequality in the country, the resourcesemeften channeled
towards the production of the needs of the richeathan satisfying the
needs of the poor who form the majority of the gapan in the
country. The market system then concerned itselfh wihat already
exists, that is it was not strict, so that the goweent after independence
decided to plan in order to effect some basic chang the economy by
developing first our market system. This was nosayg completely that
the colonial government did not evolve any plan4@9960) but the
plan so initiated was meant to perpetuate theiridante for further
exploitation because the plan embarked upon didlayoemphasis on
the development of the country but rather integesite exporting raw
materials to their countries and bring back thasfied products at
higher prices. It was in the light of the above i@velopment of our
market system that made our government think ohrpfey for the
future economic and social base of the countrymhento attain the
desired growth and development.

1.3.3 Success of Earlier Plans in Nigeria

The country has had four national development plasisce
independence in 1960. But the record would not bmpdete if we
sidetrack the first plan ‘drafted’ for Nigeria dng the colonial era. The
plan tagged, “The Ten Year Plan for Development svielfare for
Nigeria, 1946”; was made to cover up to 1960. Iswaepared at the
request of the colonial office in London to guideni its distribution of
the aid called for by the colonial development aedfact of 1940. The
total cost was to be N106.6 million of which N46llmnh were to be
supplied by colonial development and welfare fuN@4.6 million was
to be raised as loan and the remainder to be astairom Nigeria
revenue sources. The target of this plan was forawe the general
health and mental conditions of the people anddwige those physical
facilities which may be regarded as the minimumessary for the
general improvements of the country and its popriat The priority
then was placed accordingly on social services -“emwaupplies,
education and health and on transport and commion¢casmall
amounts were to be expended upon agriculture anckstiy
development. Industry was not given any significattention but
mention was only made of village industries, pogttand textile and
improved palm oil extraction techniques. In 195dwkver, the plan was
reviewed to take account of the previous yearsesscand in particular
the failure to reach the stipulated goal of thes&xg plan by that 1951.
The revised plan remained the same as those oihakigne but its
overall scope in real term was reduced. Two fact@sessitated this, it
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was due to constitutional revision of 1954 whichledated vastly
increased power to the regional governments remgarore difficult
for the coordination of national government acteégt Another factor
that necessitated the renewal was the visitatidntefnational Bank for
Reconstruction and Development team in Nigeria9841lwhich issued
a weighty report with many precise recommendatioffse 1955-60
periods retained most of the features of the 1B with government
taking exclusive responsibility of transport andmcounication with
about 56% of total plan capital expenditure witk belief that a cheap
and extensive system of communication is the gsedtessings which
any country can have from the economic point ofwidhe newly
created regions also have in their plans transpodt communication
taking a lion share of the planned capital expemditThese plans were
however financed by the sale of agricultural praguthrough the
marketing boards. This plan however was faced wiime problems
during her implementation. Chief among this was t thectual
expenditure run short of trained staff needed terese procurement of
material, the need for preparation and issue aféento contractor etc.
Despite the fact that the plans were presentediarbyoadcast outlines
so as to maintain flexibility the ultimate compasit of government
expenditure bore no clear relationship to the pteg composition. As
was related, the 1946-56 made a total expenditi160 million out
of which U.K was to provide N46 million. It was fehat the prevailing
conditions in Nigeria then had no plan for balandedelopment and
that this could only succeed if the people wereipwd position where
they could participate in and take advantage ofnecuoc activities.
Emphasis was thereafter placed on the provisiowater supply and
health with about 25% capital expenditure earmarkedit and only
6.4% to industry and agricultural development. Wi#ipid economic
growth becoming a primary objective in subsequdstp the emphasis
in investment programmes was shifted from socialises towards
industrialization and modernization of the economfius the ground
was laid for the 1962-68 National Development PHEme National
Development 1962-68 constituted the first attempt Nigeria at
comprehensive, integrated planning. For the fireetprojections were
made and targets were formulated for the performavicthe entire
Nigerian economy both public and private sectoapital and current
needs. The objectives of this plan was to raisgytbith rate of Gross
Domestic Product from 3.9% per annum to 4.0% par wad this was
aimed to be achieved through gross investment &b I& gross
domestic product per annum and directed to prodeicsectors. This
growth rate was estimated to permit 1% per annumcppital private
consumption. 2/3 of the total projected investm&niN2,396.6 million
(excluding defence) is to be undertaken by theipgsctor (i.e. N33.6
million) and N400 million by the private sector atedal investment of
N779.0 to come from foreign sources. The implem@nrizof this plan

124



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

was interrupted from 1966 by the political and Iciwiar. Hence the
extension of the plan to cover the war period ud9@0. During this
period annual budget was employed as the mainumsint of control
and allocation of development resources. The B¥ptanlaid down 3
basic national objectives and goals, and the atinm of growth rate of
4.0 per annum over the plan period, a rise in #iessistaining growth
not later than the end of Third Development Plattairment of a
modernized economy consistent with democratic,tipali and social
aspirations of the people and objectives whichuidet the achievement
of a more equitable distribution of income both agdhe people and
among the regions and the creation of job opparesiis the
nonagricultural occupations. Highest priority bétplan was accorded
to agriculture, industrial and technical trainingirade, primary
production) with electricity and transport togettieey accounted for
over 63.4% of total expenditure. The objectiveshs plan are: (a) A
united, strong and self reliant nation (b) A graat dynamic economy
(c) An egalitarian society (d) A free and demadcrabciety

The main instrument for achieving this planned otwe has been
public sector investment programmes. The sectolalcations of
planned capital expenditure in the plan broadlyectfthese priorities
enumerated above. The problems that bisected kmsvwas similar to
the problem is of 1655-60 plans- under-expendiaga&inst planned was
able to attain some of degree of achievement. Beedpe fact that up to
date data was not available the plan made soméisag improvement
during the first two years of its implementationorFexample the
national gross domestic product was estimatedve haen by 5.7 a rate
much higher than the projected 4.0% Investmenhé&dountry during
its 2 years of operation fell short of the targessablished for it. This
was notably seen in the public sector. But privegetor investment
proceeded more rapidly than was estimated by thae. plotal private
capital in flow from abroad over 1962-64 period a/éat a little over
N80 million) a little below the target level but meeaccelerated during
the 1963-64 stimulated by the progress in the peiro oil industry to
annual rates above the predicted ones, so thédrlger term prospect of
the foreign private investment was reasonably lbrifhe domestically
financed private investment was however the brigthite the first two
years of the plan. The public sector was very pogyerformance and
accounted only for N150 million capital expendituvkile the required
total of planned capital expenditure which werédoevenly spread over
the years was N264 million. Price increases whituored during these
plans period reduced the relative performance ah terms still further.
The principal reason was however, due to unexpedotwdforeign aid
contribution as a result of which only 12% of thetat public
expenditure was financed by foreign aid as ag&if%b engaged by the
plan. However marketing Board earned trading sgrpltas used in
financing the domestic investment. The federalustay corporations
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failed to earn any surplus expected from them b&zai their lagging
investment programmes. Import bill was still risidgspite the failure to
attain our targets in the investment sector. Exqoteipts were made to
pay for this rising import bills, whose performartéring the years far
exceeded the expected projection. During the Brsgears, domestic
merchandises exports totaled N320 million wherbasptian projected
105.4 million. This was due to a large extent oéajer volume of
petroleum oil exports than was anticipated. Of ali%6 planned for
transport and communication only 21% was actuaglized. Facilities
for water also attracted greater attention in thegiBhs than was
originally planned. Work on the Niger Dam and Péidrcourt oil
refinery proceeded on schedule whereas the propisadand steel
complex was caught up in a welter of interrogationaalries and
competing foreign interests. It therefore remainedier studies. The
major problem of this plan period however includgng population
which was generally to be growing rapidly than amgdhad hitherto
suspected. The urban was earners agitation for mages which raised
government expenditure programme, the creation hef Mid-West
increased the need for administrative capital edperes which carry
no growth pay off in the face of rising unemploymmedne of the most
impressive features of the plan was that it waas seehe first of a series
expected to bring the economy to the stage to ‘taKe for self
reinforcing growth. With the problems confronted the First National
Development Plan, the Second National Developméant i 1970-74
was launched. This was a 4 years Development Rlamas launched
shortly after the end of the Civil war as a meafhseconstructing the
facilities damaged by war and promoting economigeexditure of 3.66
billion Naira during the four years distributed Wween the private and
public sectors with the public accounting for 2tillion Naira and 1.56
billion Naira by the private sector. The plan

aimed at annual growth rate of 7% per annum asnag#ne actual
realized growth rate of 8.2% per annum. Howevemtiosvth rate within
this period experienced some fluctuations. For exanit fell from

18.4% in 1971 — 72 to 7.3% in 1972 — 7 3, and gisthereafter to 9.5%
and 95% in 1973 -1975 respectively. The declinghe growth rate in
1972 -73 was due to an absolute fall of about 7%gncultural sector
which was out of the consequences of the adverpadtrof drought on
agricultural activities especially in the northgrart of the country and
an unusual prolonged dry season in the southemagbahe country.
Another factor was a result of a fall in the rateeapansion of the
mining and quarrying sector during the year, thmadn fell from 40.4%
in 1971-72 to 18.44% in 1972-73. Although manufaomy sector
experienced increased in growth rate of 24% bus tHoes not
complement the fall in the growth in the mining,aqying and the
agricultural sector. The promulgation of Enterpsis&romotion Board
imposed a short term constraint in expansion pragras and new
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investment in industry. The second national devekept plan projected
the contribution of agriculture, mining and manudeing as 42.2%,
13.4% and 12.4% of the constant price in 1973-7dwéier actual
growth rate were 27.7%, 4.5% and 4.8% respectiwelyhe Gross
Domestic Product estimated at constant 1974-75egridVhile the
importance of mining was very high during this pdrithe contributions
of agriculture and manufacturing fell below expéotas. Among the
problems associated during this period were 197ifdculties in
getting feasibility studies on time, scarcity ofchiaical competent
partners and infrastructural constraints. Anotingpartance of this plan
was the growing dominance of building and consiomcas an item of
capital formation. This was due mainly to the egtea reconstruction
of facilities damaged by war and the implementatibrihe large road
programmes of the Federal Government. There wasagase in the
participation of the private sector to the growties with private
contribution of 48.8% as against public contribatiof 41.6%. The
nominal investment programme of about N2 billion sweevised
upwards for a variety of reasons, the most importdnwhich were
inflation, changes in the scope of projects, infidry of new projects
and revised costing in the process of project deargd implementation
of the revised capital programmes of N3.3 billor2.2 billion was
disbursed by all the governments of the counthatend of fiscal year
1973-74. A partial fulfillment of about 67%. Thisaw so because of
time it took some of the states to organize andtnabsthem even
achieved 50% of their targets. The government aevdB.1% of their
total capital outlays to activities in the econorséctor notably transport
(33.1%) of total expenditure. The shares of samravices, defenses, and
general administration were 27.5%, 10.9% and 10%pectively.
While the social services sector achieved theigeisr of total capital
expenditure, the proportion of public capital exghture disbursed in
the economic sector fell below the 56.7% indicatethe 2nd National
Development Plan. Poor performance of agriculta@mmerce and
finance was responsible for the capital expenditlis®rtions. From the
above, one could not conclude emphatically thapthe did not achieve
that much. Though it failed in some areas projectednade some
laudable achievements in some sectors of the ecandBuch
achievement includes the rehabilitation of abandoragricultural
plantation projects during the civil war particijein the Eastern States
which was brought back into production. Governmeménsified its
extension services efforts and increased the suppliertilized and
other farm input requirements to farmers becauseagificultural
importance to our economy. About 40,000 tons ofiliser was
distributed to farmers during this plan period. Tharketing board was
reformed which made it possible for farmers to dagh income as an
incentive to increasing production. Irrigation fa@s were provided
and this was achieved through the constructionakubu Gowon Dam,
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Tiga by the Kano state government. Manufacturirdustries damaged
during the civil war was brought into productiororFrexample, during
the civil war the three cement factories closedeemly that of

Nkalagu, and Calabar were not only brought backraduction but

extensive expansion was made. About 2,200 milesoadls network
were reconstructed while work started in other soadth combined

length of 1600 miles. The airports of Enugu, wasonstructed,
contracts for the construction of airports to Kabhagos, Jos, llorin and
Calabar was awarded. The Nigerian Shipping Lineigho two ships to
replaced chartered vessels. The Nigerian Portsokilyhcompleted the
rehabilitation of war damaged Calabar Port. Nigéiavays acquired

the Boeing 707, two Boeing 737 and two Fokker 28nduthis plan

period. Education was also given a boost as thitddoe best illustrated
with changes in enrolment at different levels oti@tional system.
Primary school enrolment rose from 3.5 million 7D to about 4.5
million in 1973. At secondary level the enrolmentdled from 343,000
in 1970-71 to 649,000 in 1973-74. Federal goverrtntetieges were
established numbering 20, four new college of tedyy and trade
centres were established by the state governmertie federal

government took over the University of Nigeria, Misa at the request
of East Central State and South Eastern State Gowgit. University
enrolment also increased and stood at about 14n50870-71 to 25,000
in 1973-74 (72%) increase. This could also be ttade the

establishment of more Federal Government Colleg&risf and Science
at Mubi, Ogoja and Sokoto. In the social sector awelfare, the

National Stadium was constructed. The Plateau aedd@& State
Governments also established independent televistations while

about 4 states launched their own independent regvesp. The health
sector improved fairly in terms of expansion ofiliies and substantial
funds were made available to Teaching Hospitalbadan, Enugu and
llorin. All the teaching hospitals increased tHeadding facilities. At the
state level progress was made in the rehabilitaifanedical services in
the Eastern States.

In the mining sector, government established Nagei®il Corporation
(now NNPC) through which it participated in the noégum sector. The
Enugu coalmine was rehabilitated and the Nigeriaifldj Corporation
was established by the Federal Government to peb$pe and exploit
all solid minerals except coal which had its owmpowation. In general
administration, significant progress was made ie trovision of
residential and offices for government functiongari@he states also
performed very well in this area. Regional plannirag achieved much,
for example, Lagos state government expanded hirwapply scheme
and water supply facilities in Zaria and Katsinathg government of
north central state. Export values exceed plareptmns throughout the
period under review. In 1973-74 the value of expavas N2.3 billion
which almost doubled the figure of N1.25 billiordioated by the plan
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due to increase in both price and output of crutldroports maintained
an upward trend during the 1970-74 with singulacegtions in 1972-
73. In response to economic slowdown of that yeaport values fell
from 1.079 billion in 1972-73 to N990.1 million. €reason being in
the contraction of agricultural incomes consequg@n adverse impact
of drought and forest fires on agricultural actvithroughout the
country. Fiscal and monetary measures were aleptad during this
plan period to solve the problem of balance of paymindigenization
policy was boosted by the establishment of Nigerianterprises
Promotion Board which set out certain areas ofettenomy exclusively
reserved for the Nigeria and Nigerians to havetgqarticipation of not
less than 40%. With all the failures and successeawnind, Nigerian
government came up with the 3rd National Developnféian from
1975-80.The objectives were to be geared towartease in per capita
income (to raise standard of living); more evertrdigtion of income,
reduction in the level of unemployment, increase supply of
manpower, diversification of the economy, balandeselopment and
indigenization of economic activity. The growth @awas the highest
ever recorded — average 9.5% per annum. Durindirteyear of the
plan, the GDP recorded about 2.5% above the pegjeptan. At the
beginning of the plan period, mining and agricwdtuvere projected to
contribute to about 45% and 23% of total GDP respely and by
1980, it had assumed dominance, but their actuatribotion was
37.5% and 19.0% respectively in that year. The GWNB projected to
grow at annual growth rate of 9.0%. During thisigesr GNP accounted
for 95% of the total GDP from a bane of N14.66itillin 1974-75. The
current price GNP rose to N30.110 billion 1974-8@jcating an annual
growth rate of 16%. This significant performanceildobe traced to the
indigenization policy and consolidations of theio@&l gains arising
from the realized revenue.

The plan also made a lot of improvement in the bamland finance
sectors, capital formation also increased tremesigoand investment,
construction and building continued to grow in si2eblic finance also
rose significantly during this plan period, this svaut of the Federal
Government assumption of full responsibility fompary education and
teacher training throughout the country. The sufigth government
participation in the petroleum sector fetched nrexeenue to our coffers
in terms of foreign reserve and this had a positole to the economic
activities. It contributed about 44% to GDP duritigs plan period.
However planning of Nigeria continue to face problef technical

manpower, lack of fund, executive capacity and lak project

evaluation of past plans. The fourth national depelent plan of 1981-
85 was launched in 1981 and had as her main obgettte building of a
strong, dynamic and a democratic culture. The phas aimed at
increasing real income, even and equitable digiohuof income,

increased supply of skilled manpower and attainnoéntational self
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reliance. The aim was to invest N1000 for everyiimdal in the
country for the next four years. Overall growtheratas estimated at 7%
per annum. The total of such investment was N8#amnibut of the sum
N70 billion and was to be accounted for by the aa@si government of
the federation and their agencies. For the toth jpludget, the Federal
Government was to be responsible for N40 billiothvwatate and local
government handling N20 billion; N2500 billion wadlocated to the
Federal Capital Development Authority. The privasector was
responsible for funding N11.500 billion. Agriculaurwas given high
priority complemented with the Green Revolution grammme of the
government. 13% of total capital investment wagaanto agriculture
to generate 4% annual rate so as to eliminate apestof goods and
industrial raw materials. Direct assistance wagito farmers on the
form of extension services, improved seeds, cretétsilizers, tractors,
grains stores etc. The government was directly lire in food
production. Manufacturing was laid emphasis on @gquted growth at
annual rate of 15%. At the Federal level, manufaatu projects
include; iron and steel, LNG, sugar, cement etavdtovas to provide
adequate and uninterrupted supply nationwide amgt@rate additional
3000 megawatts to bring the capacity to 4600 byphevious year.
Education was also accorded high priority, new Fad&echnical
Colleges, 7 more universities were establishedadodit N2,000 million
was used to expand the available 39 Federal Gowerh@olleges, open
university system was also opened with the headepsain Abuja. The
Federal Government and State Governments earm&&a®0 million
for housing. It involved housing construction by thederal Ministry of
Housing units were to be completed at Abuja. Gowvemit also intended
to solve the problem of brain-drain by inducing lgiesl Nigerians
abroad to come home and contribute to the developwoiethe nation.
Defense was also given a boost and considerableuneess was
allocated for the modernization of both defenseabdjies and security
agencies. The major problem of this plan was rdl&beother problems
the previous plans had been experiencing withayeither problem
which was so pronounced this plan period, it wasugiion at the
highest scale through inflation and duplicatiorcoftracts.

1.3.4 Problems of Plan Implementation in Nigeria

Many problems are known to be hindering the im@etation of
development planning in Nigeria. Firstly, the Nige political system
and its occasional upheavals hamper plan implertienteFor example
the implementation of the steel mill project wassed to be delayed for
a long time because of inter-regional rivalry oiterlocation. Also the
bias towards the administrative sectors in thetahpixpenditure of the
four mentioned development plans is partly attalblg to the greatly
expanded size of the armed forces which in tuthesby-product of the
country’s political crisis and as noted earlier thachinery of planning
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is made more complex by the federal nature of Naggerpolitical
structure. Secondly, resource constraint is anogiteblem which to
some extent has affected plan implementation ireflig For example,
some projects have to be abandoned in the 1962a68ipg due to lack
of funds, much of which arose from the failure afegnal sources of
finance to meet the expected contribution. Expedbeeign aids often
fall below actual expenditure and the resultanectffon our plans.
Despite the fact that Nigeria has resulted to famag her plans from
internally generated revenue, finance still corgiria deal a below to
our plans despite the oil boom. Thirdly, problensiag from paucity
and poor quality of information which could be uded the exercise.
This problem was discussed by an author on Niger@Ean
implementation in his little book planning withoufacts. This
inadequacy of the relevant information coupled withe lagged had
our development planning to be ineffective. Fowysthack of skilled
personnel to cary out the implementation propdtbyr. instance, if plans
were aimed at increasing agricultural productivityen steps must be
taken to ensure that fertilizers, pesticides, segd] tractors etc are
delivered to farmers in every village at the rigime. The purge of
1975, the war of 1966-68 and other political wramglin the country
swept off some experienced civil servants that hafp plan
implementation.  Other problems thatever confronteglan
implementation in Nigeria can be summarized thudlation, rural-
urban drift, unemployment of executive capacitipsrt congestions,
creation of states and the recession in developedties often reduced
the exportation of oil.

1.3.5 Brief on the Framework for Planning and Budgeting n
Nigeria with Particular Reference to 1992 — 1994 Riing Plan.

Simply put, Development Planning may be definethagprocess
of charting the course of national developmentsingebbjectives and
targets and formulating policies, programmes andjepts for the
attainment of the desired state. It requires agpeicn of the direction of
movement; what it will take to move society to tthesired direction,
assessment of potentials for so doing, appreciationonstraints and
drawing up of a programme of action that takes wawtoof the
potentials, and constraints. For a developing agunihe goal of
development planning usually revolves around tilevieng objectives:

1. Improvement in productivity and total national jpuit so that the
basic necessities of life such as food, sheltaltheservices etc. can be
met, and indeed guaranteed to all;

2. raising the level of gainful employment, and enh@gequitable
distribution of incomes such that vulnerable groaps specially taken
care of;

3. providing a framework and an environment that isduwive to
the pursuit of higher goals at individual, corperand national levels
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4. overall improvement in the quality of life of theman person so
that he or she can explore, develop, exploit avnel d decent life within
the limits of his capacity., assisted by the sqomtthe State.

From the foregoing, it seems clear that developmé&nining, whether
at the Federal State or Local Government level kshantail the
following:

a. Setting of objectives, strategies, goals and targedr instance,
self-sufficiency in food production may be an ol The strategy for
attaining this may be through direct and indirem¢@&rnment investment
in farming, etc. The goal on the other hand cowddHhe attainment of a
desired level of growth in agricultural productiovhile the specific
target could be desired level of output with resgeceach agricultural
product.

b. Formulating policies and programmes for the att&ntnof
objectives. This involves policies that will proeidan appropriate
environment for the objectives to be achieved, &@mple3 one major
impact. of farmers,, boosting of agricultural psce and making
agriculture generally more attractive as an ocdapatThe policies,
programmes and projects that are designed to aehies goal include
enhancement of agricultural prices through excellprice support
policies, establishment of river basin authoritidtee ADF's and- other
institutions to render services to farmers. Subsiibn of agricultural
inputs such as fertilizer, improved seeds extensemices etc.

C. Mobilizing resources for the improvement of prograes and
projects. Resource mobilization includes mobiliaatof local resources
such as labour., entrepreneurship, land and otamral resources as
well as capital goods. It may also be in the fayfnmobilisation of
financial resources through savings taxation, l@aedit support to
priority programmes. Resources mobilisation inveltee allocation of
resource amongst the different projects in linehwiite objectives and
priorities of the plan.

The process of plan formulation requires clear dioas significant

amount of calculations in defining feasible growthths and careful
distribution of resources amongst competing demauods that overall
return to investment is positive and maximal. Quifeen the demands
far out for the means for fulfilling them. Thiswhere careful selection
has to be made. Choice making may be facilitate@yyraising each
project using various techniquas3 although thiguie often not easy.
Furthermore, the several demands can be rankedier of superiority.

Quite often, group and political pressures and idemations can lead to
designing and implementation of projects that aeakvor unproductive
in socio-economic sense. Where this happens t@m @ftthe economy
loses as returns to investment turn out to be Vewy and indeed

negative;::This is made even worse where due tsspres, more
projects that can be reasonably implemented welgagted upon and
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later abandoned due to lack of resources and dgpi@acimplement.
The "Sunk Costs" weigh heavily on new resources

1.4 Institutional Framework for Planning
a. The Planning Office

The functions of the Planning Office with respeectgreparation of
development plans include the following;'

1. Preparation of Guidelines;

2. Issuance of Call Circulars for Submission of Prtgeand
Programmes;

3. Mapping out the macro economic framework and tle®usces
profile

4. Presentation of draft plan to the various levelsgoernment

and: publication of final draft of plan;

5. Project monitoring through quarterly returns andysatal;;,
inspection of key projects at the Federal, State] &ocal
Government level's;

6. Continuous liaison with all Federal agencies, SMieistries of
Planning and Local Government Areas.

b). Federal and State Executing Ministries/Agencies

The 'federal agencies have the following main plagfunctions:

1. Preparation of plan submission for the 'Ministrylime with the
Guidelines for the Plan and the Call Circular, THRkanning
Research and Statistics Department in each Minisgy
responsible for co-ordination of the proposals presentation of
the Planning Office;

2. Monitoring of Plan programmes and projects and safion of
quarterly Progress Reports to .the Planning Office.

c). State Planning Office

The State Planning Offices carry out the followikgy planning
functions?

1. Preparation of State Plans;

2. Co-ordination of the programmes of the LGA's ireliwith the
Plan Guidelines and the Call Circulars;

3. Project monitoring at State and Local Governmentle and

preparation of quarterly and annual progress report
d). Local Government Councils

1. Preparation of LGA plan programmes and projécténe with the
Plan Guidelines and Call Circulars

2. Submission of LGA plans to 'the States agencyplanning and
economic development;
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3. Programme monitoring and preparation of quartenhd annual
progress reports

The Joint Planning Board (JPB)

This is a technical body charged with the respalitsiior reviewing
and vetting the draft development plan. It is obéiby the. Director-
General in charge of Planning in the Planning @fmd comprises the
Director-General responsible for planning in alke tistates of the
Federation and representatives of the Nigerian oNati Petroleum
Corporation (NNPC), the Central Bank of Nigeriag tBffice of the
Secretary to the Government of the Federation (S&&Qeral Ministry
of Finance, Nigerian Institute of Social and EcomonResearch
(NISER) and Federal Office of Statistics.

Conference of Minister and Commissioners (of Econoim Planning)

The CMCEP has as Chairman, the Minister of BudgdtRlanning and
includes all Commissioners responsible for econgrtaaning in all the
States of the Federation. It is the body that mesi¢he draft Plan as
submitted by the JPB and transmit same to the Nalti€ouncil of

States through the Federal Cabinet.

National Council of States

The National Council of States which comprises tthigy six States of
the Federation and the Governor of Central Barghared by the Vice
President and is responsible for considering tladt dRolling Plan after
deliberations by the Federal Cabinet. The Courlsib @eliberates on
matters pertaining to the state of the economy @mothlems of plan
implementation and co-ordination.

1.4.1 The Planning Process in Nigeria

The planning process usually starts with the pepar of Guidelines
that are expected to form the basis for preparnogepts for an ensuing
medium term plan. With the adoption of the Rolliaan strategy from
1990 the guidelines were expected to be preparadteaials of three
years. The Guidelines are generally based on poéicgmmendations
and views from all segments of the society aridvAgous government
organs on what should be the objectives, stratemidspriorities of the
medium term development plan. It also includes ioad orders the
magnitude of resources that are likely to be akbelafor the
implementation of programmes and projects duriregpian period. The
Call Circular is usually forwarded to all FederadaState Agencies and
Local Government Councils together with the Guited. The Call
Circulars specifies in details the set of informatthat must be provided
for each project. These include, the objectiveysial targets and cost
implications of such project so as to facilitatdequate project analysis
and appraisal, A sample, of such Call Circulaattached as an Annex,,
The Planning Office holds bilateral discussionshwévery Federal
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Agency and the State Ministries of Economic Plagnim discussing
the admissibility and relevance of a project foe filan, the following
criteria are usually applied among others:

a. relevance of projects to the plan

b. Objectives; strategy and priorities.;

C. the feasibility/viability of the project as measdirby return on
investment or cost/benefit, implications and :tikéeet to which
this can be accommodated within the overall aliooatto the
sector of activity;

d. Stage of completion, if it is an on-going project.

e. Impact of project on foreign exchange and employmen

1.4.2 Planning Methodology

Planning methodology at all levels of .governmenay: be
outlined as follows:

Steps 1 Identifying the potential constraints and prohde of the
economy and its main activity sector:

Step 2ldentifying the objectives, strategy and programmerities of
the Plan at macro level and for each sector oktitmmomy as contained
in the Guidelines to the Plan.

Step 3ldentifying the problems and potential areas ichesector to the
objectives strategy priorities and goals of thenpla order to identify,
critical projects. This is the Pre-Identificatistage for projects.

Step 4 Investigate the identified projects further thrbugeasibility
studies on the objectives, costs output, retuinuestments, .etc. of the
projects. This can be done by providing the infarararequired in the
Call Circular in respect of each project.

Step 5 Make projects for the size of the capital pesgme over the
plan period as follows;

a. Make projections of the resources likely to be kNde over each
year of the plan taking account of statutory altmeg internally
generated revenue etc.

b. assess existing commitments to projects;

C. define the strategy of the plan and its implemtgamode in
terms of sectoral emphasis;

d. Phase the implementation of the programmes.

Step 6 Derive final resource allocation tohepcoject taking due

cognizance of implementation targets, programmeoriigs and
resource position.

1.4.3 The Three-Year Rolling Plan Strategy

The three-year rolling plan strategy was adoptedntable the planning
body keep track of major developments in the ecgnand to respond
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in a coherent and timely manner. manner to somaggsa The three-
year rolling plan is therefore prepared every yedrile allocations for
the first year of the : plan are expected to ctustithe capital budget of
that year. The draft capital budget for the secgedr of the plan is
based on proportion of the plan earmarked for imgletation that year.
Before finalization, programme priorities are reassed, the resource
profile re-established and the stage of projecg@mmme
implementation evaluated. It is this procedure thaivides for the
flexibility of the Rolling Plan Under the previodive year plans, such
programme revision took place once in five yearsgéttoo long, to cope
with the realities of an economy that has a dontireard volatile oil
sector. The instrument of rolling plans therefarakes it possible to
take account of the past the present and the filatas near enough to
be more closely captured. This process was wellitted with the
merger of the agencies responsible for planningbardtjeting, a reform
which most of the States adopted. The establishrokhhe National
Planning Commission which has among its functioreparation and
coordination of the annual capital budget and e of guidelines
for the recurrent budget was expected to forge ry ese linkage
between the planning and budgeting functions. Tte#eS and Local
Government Councils were expected to take a cuen frihis.
Furthorm6res every Local Government Council waseetgd to create a
Department of Planning, Research and Statistics thauld be
responsible for planning, budgeting and project iaoimg.

SELF-ASSESSMENT EXERCISE

1. What is the difference between a medium term piah a
rolling plan?

2. What had been the philosophy behind development |pla
formulation and implementation right from the cakdrera?

1.4.4 The Budget Framework

The annual budget is the key instrument for thelé@mgntation of the
medium term plans or rolling plans. The budget rhaydefined as an
aggregation of various requirements, properly aldied and critically
related to the volume of resources that are exgetdebe available
within a given time frame, usually one year, Goweemt budgets
usually have the following components| i.e. revenuexpenditure,
estimates and a set of fiscal, monetary and otlodicips that are
designed to support the estimates and move theoeppriowards a
chosen direction. Since the advent of the 'oil iarthe mid-70s, the
major source of revenue for all levels of governtrteas been from: this
source and on an average, accounts for well ovét 80 the total
'revenue accruing to the Federation Account. OMajor sources of
revenue include Custom and Excise Duties, and Coynprecome Tax.
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The Federation Account comprises revenue accruiog fpetroleum
profits Taxs Royalities, Companies Income Tax angst@ns and
Excise Duties. The Revenue Allocation formula ilgédia varies from
year to year depending on economic and politicalaions in the
country that determines what goes to the thres té government -
Federal Government, the State Governments and tloeallL
Governments. For example the Federation Accountaition to these
levels of government at a time was as follows:

Government - 50%,
State Governments - 25% and
Local Governments - 20%

The remaining balance of 5% was shared betweenofical Fund
(1.0%) and Federal Capital Territory (.1 = 0%), emad producing
Areas (1,5%), Derivation (1. 0%) and Stabilizat{0rb%). As from
2004, however, the mineral producing areas recE3v& for derivation.

The items of Recurrent Expenditures include;

a. Personnel

b. Overhead Cost

C. Consolidated revenue fund charges (debt repaynpenisions
etc.)

Plan previsions are usually grouped by sectors m@ogects while the
capital budget allocates by projects,, expenditdeads and sub-heads.
The major sectoral groupings for plan programmes ifollows:

Economic Sectors

a. Agriculture and Rural Development,

b. Livestock

C. Fisheries

d. Electrification

e. Commerce and Co-operatives

f. Transport

Social Sector

a. Education

b. Health

C. Information and Culture

d. Social 'Development, Youth and Sports
Regional Planning and Environmental Sanitation
a. Environmental Sanitation/Drainage

b. Housing

C. Town and Country Planning

General Administration
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1.5 Budgeting Process and Methodology

The budgeting process at the Federal level staitis & pre-budget
review. This includes an estimate of the key mamoRomic
parameters of the economy for the ensuing fiscabgdncluding the
growth rate of the economy; 'the balance of paymeaituation debt-
service allocations, anticipated draw down on exdkloans and grants,
exchange rate development, trend in the level okgd prices money
supply e;tc. The resolution of the key issues caurding these
parameters determined the profile and posture ef libhdget. For
instance, the plan specifies the desirable raggafth for the period but
this is not without due regard to the economic itgbTherefore the
level of real investment and maintenance of a stabid conducive
investment are very crucial. The Plan thereforaises on the level of
Monetary injection into the economy and its impact key macro
aggregates such as the exchange rates the leyalbdic deficits or
surpluses, the rate of inflation. etc. If the @hijpe is to curb inflation; it
will be desirable for the budget to move towardghtifiscal and
monetary policy including curtailment of credit toe economy. The
level of debt service determines the level of reses that would be
available for domestic use, while the availability foreign exchange
has impact on the exchange rate. The budget msstbe concerned
with the performance of the productive sectors lbé teconomy,
including the level of agricultural outputs, capggcutilization in
Industry and overall performance of the real secithese indices have
to be provided by the Plan and the annual budgavirg determined
the posture of the budget, the real budgeting poctarts with an
estimate of revenues including appropriate fiscalicges that will
generate further resources for the public sectdrieave more resources
in the private sector. The most critical elemerts recurrent
expenditures are the consolidated expenditurestgdsvice, pensions
and all the charges to the consolidated revenud)furhis is followed
by both the Personnel Costs, and Overhead Cosgsciinent approach
is to provide for the various items in the followiorder:

1. Personnel Costs;
2. Overhead Costs;
3. Debt Service.

In order to determine the size of the capital paogne, the recurrent
surplus for the year is added to anticipate drawrdécom external and
internal loans and grants to make up the capitdigbti Allocation of
the Capital Budget among .Ministries is generalgdxl on the priorities
indicated by the Three-Year Rolling Plan and medifivith respect to
the on-going programmes of the government and raedi various
sociopolitical considerations. On the overall, keg policy objective of
the budget is to have a balanced budget.. Stattsoaal governments
are made to restrict their programmes to the levelvailable treasury
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resources and programmes that can be funded thrtheghexisting
pipeline of external loan facilities. The Fedefabvernment is also
restricted from taking new loans unless under etueql

circumstances. Under the current guidelines, negonent is allowed
to resort to external or internal loans to finahoeget deficit.

1.5.1 Issues in Planning and Budgeting

One of the most significant developments in théitutsonal framework
for planning in the country in recent years is #stablishment of a
Directorate of .Planning, Research and Statisticevery Ministry or
Agency in line with the provision of 1988 Publicrdee Reforms. A
major function of the PRS Department in 1992 waegrisure that the
programme proposals of agencies for the Rolliagn Phere well
prepared and were in line with the national obyasiand priorities.
The Department is expected to clearly articulate ¢kisting problems
and programme priorities and relate these to ttegesty and objectives
of the Rolling Plan. It also had to ensure tha ffroposals were
adequately supported with background-informatiomeagiired relevant
Guidelines and Call Circulars. For projects in theonomic sector,
feasibility or pre-feasibility report is a "sineug non". This is required
to enable projects to be properly evaluated andedin order of their
superiority. Besides the preparation of the RolllPign the DPRS is
expected to monitor the progress of implementatwdnthe various
projects of the Agency and thereby ensure timelgrirention. To
perform these functions effectively, the DPRS wageeted to collect
and analyze from time to time relevant data on dperations of the
Ministry or agency and also organize studies inmobfem areas. The
information collected should provide the basis dssessment of sector
performance, and project preparation for the sulbeseg plan and
budget. The issue of large shortfalls in budgetdlycations vis-a-vis
the resource demands of critical government prejbecame pervasive
since the beginning of the Structural AdjustmenmigPamme or since
the end of the oil boom era of the 1970s. Thetyeafiresource scarcity
has therefore made it imperative for agencies iariize their needs in
order .to ensure that critical projects were nogleeted while less
important ones were being pushed forward for adomnssto the plan
and the budget. In line with the emphasis of thenAudstration on
completion of critical on-going projects, new pidEe were only
admitted into the plan under exceptional circumstan The highest
emphasis was placed on care and Maintenance dingxessets rather
.than expansion of facilities. A persistent probl@rea in Nigerian
planning efforts over the: years has been idedtifie as the very
imprecise information about the plans and programwiethe private
sector. For one thing, the private sector openaiteker various shrouds
of business secrecies which make it difficult tdadt direct input from
it by way of individual investment plans, If this the case with the
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organized private sector, it is even more diffidoltknow precisely the

investment plans of the numerous individuals andllsstale businesses
in the unorganized private sector. What the plaasird this regard

therefore is to stipulate the desired level of atévinvestment and to
depend on fiscal, monetary and other instrumenisdoce the required
level and structure of investment by the privatet@e This makes the
private sector plan more of an indicative programhewever, it must

be stressed that one could not really expect muche mander a free

enterprise system.

1.5.2 The Early Experience of Development Planninij Africa

At the outset, as discussed in the case of Nig#rs,jmportant to note
that Africa's familiarity with development plannindates back to
colonial times. The African countries with natiorddvelopment plans
in the 1960s and before include: Algeria, Angolayuihdi, Cameroon,
Central African Republic (CAR), Chad, Congo (DRChngo Republic,
Egypt (cited as United Arab Republic), Ethiopia, ifaa, Kenya,
Liberia, Libya, Malawi, Mali, Mauritania, MauritiysMorocco, Niger,
Nigeria, Sao Tome and Principe, Senegal, Seyche8esra Leone,
Somalia, South Africa, Sudan, Swaziland, Tanzafianisia, and
Zambia (Waterston, 1965: 589-643).

One of the earliest evaluations of the experientedevelopment
planning in Africa was based on “a report origiggtrepared for the
World Bank’s African Strategy Review, Accelerate@velopment in
Sub-Saharan Africa: An Agenda for Action” (Killick,983: 74). That
evaluation report was written to inform the Bergae of SAPs fame
noted above. The objective of the evaluation egeraias “to review the
literature on plan implementation in Africa, withmplementation
defined as the ability to achieve specified endschgsen means.
Though highly balanced the eventual evaluation ntepas constrained
by the availability of the relevant literature. the event, only the
experience of Nigeria (1962-69, 1974-78 plans) Kadya (1966-1970;
1970-74 plans) was reviewed in an in-depth fashibime planning
experience of Chad (1971-80 plan), Ghana (1963&®& 1975-80
plans), Cote d’lvoire (at the time Ivory Coast; 0975 plan), Senegal
(1961-64 and 1965-69 plans), and Tanzania (196462869-74) were
briefly considered.

Despite the literature constraint it was concludedt “the available
evidence on plan execution in Africa has been megat(Killick,

1983:57). The facets over which the negative peréorce is recorded
include: over-ambitious formulation of targets; iied success in
meeting planned targets; wide dispersions abogetdevels; failure to
modify the impact of market forces; and failure got development
plans into effect. The sources of these weaknessesplan

implementation are identified as deficiencies ie thlan documents;
institutional and bureaucratic weaknesses (inclydimadequate

140



PAD 858 DEVELOPMENT PLANNING, PROJECT PREPARATION AND IMPLEMENTATION

planning resources); exogenous shocks; and pdlitaecdors (Killick,
1983:58).

Examples of deficient plan documents include thioseChad (absence
of financial programming), Ghana (serious technflzal/s in the seven-
year plan), Kenya (internal inconsistencies intthied and fourth plans),
and Tanzania (insufficient provision for an implertegion machinery
for all plans).Published evaluation of the plannegerience are to be
found in Maipose (2003) for Botswana, Adeniyi €18B8) for Nigeria,
and Mureithi (1988) for Kenya.

The institutional and bureaucratic weaknessesalat only to the then
obvious grave shortages of trained and experiedégdan personnel
and the paucity of required data, but also to weakes of governmental
structures. Examples of these institutional deficies include poor-
coordination between government agencies and messtinefficient
distribution of tasks and weak incentives for cigkrvice. Not
surprisingly, given the production structure of magican countries at
the time of independence and their reliance oncaljural exports,
exogenous shocks in the form of changes in wortthemic conditions
and the vagaries of weather are identified as lyapiayed important
roles in the poor implementation of African devetggnt plans.

The fourth source of weakness in plan implementaitioAfrica relates
to political factors. Needless to note that thikegary of factors is also
closely related to that of institutions listed aboWost, if not all, of the
factors mentioned in the literature can be undetstas relating to the
nascent nature of the post-colonial state that geakin various African
countries in the early 1960s7. In this respecs itanjectured that there
may have been “a mix-match between the receivedcegin of
development planning and the political realitiespalitical decision-
making processes. Most African societies are maikgdactually or
potentially grave social divisions. Institutionapacities for expressing
and resolving these conflicts within a constituéibframework are still
limited, so that society is prone to upheaval aoditipal instability”
(Killick,1983:62). Such a reality, which underminése rule of law
feature of modern government, “often results iargé gulf between the
intentions of governments and what actually happenthe ground, and
to a de facto dispersion of decision-making poweough society”
(Killick,1983). For an emerging state the overanchobjective becomes
the avoidance of social unrest and the maintenafhgaower. In the
event the development objectives of the governnagatnot given the
explicit statement, and the required stability ® incorporated in a
properly formulated plan (Killick, 1983:62).

1.5.3 Failure or Success of Development Planning Airica

In addition to the overall assessment noted abosgstematic way of
answering the question would be to compare the ty@srformance of
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African countries for two periods: 1960-1973duringvhich
comprehensive planning was used as an approach atvage the
economies, and1980-2000 during which a SAPs appreas used.
Needless to note that the period 1973-1979was rnesition period
during which the external economic environmenttfer development of
African economies deteriorated. The origins ofdie¢eriorating external
economic environment are traced, from an Africanspective, to the
1973 and 1979 oil price increases which precipitat@mong other
external factors, recession in the developed castdeclining demand
for raw materials, and high interest rates (Mkandavand Soludo,
1999). Such conditions eventually ushered in thé®SApproach to
development of 1980-2000.

It is worth repeating that the central message APSwas "get the
prices right, unleash the markets and rein in thee’s (Mkandawire and
Soludo, 1999). The principal components of the SApsroach to the
management of African economies included anti-itdkigpolicy stance
liberalization of agricultural markets, financidiéralization,

opening-up of economies and the liberalization wdé regimes,
allocation of budget resources to education onbthgs of the rate of
return, and, administrative reforms to enable techats to initiate and
implement market-based economic reforms" (Mkandawind Soludo,
1999). Thus, despite the involvement of the WorldinB the
implementation of SAPs was dominated by the maawoenic
stabilization agenda of the IMF38 context of whestonomic growth is
hoped for as a result of a hoped for an optimalli@zation of resources
in the static sense: after all in the famous IMégramming model real
output is assumed exogenous.

Next, consider the "poor policies”, under compreiivm planning,
designed to address the question of equity, botticaéand horizontal,
in the development process. Such development pslicivere
conspicuously absent under SAPs. Only in 2006 wasearn expressed
about the importance of such policies by a leadhtgynational financial
institution. Thus, for example, in a recent WorldnR report three areas
of public policy interventions are identified fromn equity focus:
investment in human capacity (early childhood depelent, schooling,
health, safety nets, and taxes for equity), expapdiccess to justice,
land, and infrastructure (building equitable justisystems, greater
equity in access to land, equitable provision ofrastructure),and
promoting fairness in markets (financial, labourd groducts) (World
Bank, 2006). However, when discussing "greater tgqui access to
land" the report was quick to note that broadecéas to land does not
necessarily have to come through ownership” (eagd |reforms),
expressing a preference for working through the lararket. Similarly,
for the equitable provision of infrastructure, stadmitted that while "the
public sector will in many cases remain the maiaree of funds for
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infrastructure investments aimed at broadening. Toenmission for
Africa was established by the British Prime Minist&€ony Blair, in
2004. Mr. Blair chaired the Commission, the membefswhich
included 16 people invited on their "individual apdrsonal capacities
"with a majority of Africans. "The task we were ses this: to define
the challenges facing Africa, and to provide cleszommendations on
how to support the changes needed to reduce p&\&wynmission for
Africa (2005); emphasis not in the original). Itgerhaps interesting to
note that the title of the report of the Commissgaems to have been
coined as a response to the title of the book bamdiawire and Soludo
(1999): "Our Continent, Our Future: African Perdpaxs on Structural
Adjustment” opportunities for those who have thedst, the efficiency
of the private sector can also be harnessed".

In the context of comprehensive planning “"poor @es" regarding the

creation of jobs are integrated in the planningcpss. Such creation of
jobs is entrusted to the public sector in recognitof the embryonic

nature of the private sector. Planners were coghipd the budget

implications of such policies. However, the concefas not solely the

achievement of static efficiency of resource altmeabut the dynamic

path of the economy and society.

Unfortunately, neither under SAPs nor under the PR&®cess, has the
development relevance of such policies been sdyiamonsideredl17. In
this respect it should be noted that the simplaage unemployment
rate in Africa is estimated at about 22 per centheftotal labour force,
higher in sub-Saharan Africa than in North Afrieand higher than the
world average of 9.3 percent and the average forit@ome countries
of 7.3 per cent. Though problematic, there is awe that such
unemployment rates are increasing over time. Mooblpmatic is that
there is also evidence that the unemployment mrateng the youth (15-
24 years of age) is higher than the national awerBgspite this state of
affairs there is no indication that the advocatésmarket oriented
development, inclusive of the SAPs approach andFPR8cess, have
concrete policy proposals in this regard. To tloeedit, however, it is
recognized that "achieving productive employmerd aork for young
people entails long-term action covering a rangeasinomic and social
policies focusing on labour demand and supply... Shallties need to
be integrated in broader development frameworksat is they are
better formulated in the context of planned dewvelept (World Bank,
2009)

1.5.4 Challenges and Prospects of Development Planning Africa

At this stage of identifying the challenges and spects facing the
continent in planning its development, there iseachto emphasize the
obvious: that development planning is a continuprecess and that a
development plan is just one product of such ags®¢ Development
planning is not the same thing as a development. gtdanning as a
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process is an indispensable precondition for thedidation of effective

development policies and measures.”(Waterstone5:198).A careful

reading of the evidence on the early planning egpee on the

continent would show that the major weaknesses hawio with the

implementation aspects of development plans. Thest mmportant

among these sources are the political and ingitati factors. Despite
the diversity of the continent, however, it candrgued that these two
sets of factors continue to define the main chgksnfacing African

countries in returning to development planning ftea meaningful

development.

Before proceeding to comment on these challenges iperhaps
instructive to note that from a development perspecthe term
“institutional factors" can be understood to reffler’ a set of rules to
organize people into the functional body", as vedlto a "“functional
body organized by a set of rules” (Hayami and G@fi®5:242). Such
an understanding will facilitate the appreciatidrilee close relationship
of the two challenges identified, as well as thganizational nature of
the discussion that will follow.

1. The Challenge on the Political Dimension

A major challenge facing the continent is the cotmment of political
leaders to development planning. The required cdmerit is not only
expressing verbal

announcements on the issues involved, but annowsTdsnibacked by
appropriate action. In this respect it is noted thamany countries of
the continent political leaders accord other mattagher priority than

they do to development planning. While it is redagd such priority

settings are dependent on the socio-economic atiticplo stage of

development of various countries, it must be recogh that the

relegation of development to a subordinate placthénscale of values
of a country's political leaders cannot help bupmss development
efforts and, hence, the results of development niay while also

sowing the seeds of discontent and potential sariegst (Waterstone,
1965:341).

An obvious example of the importance of politicanmemitment to
“development” is given by the Millennium DevelopnieGoals. A
careful reading of these goals will show that they based on a broad
definition of development as a process of expandiggreal freedoms
that people enjoy. Five instrumental freedoms thave immediate
policy relevance are identified to include politileedoms, embracing
“the political entitlements associated with demea®@a in the broadest
sense”; economic facilities, in the sense of th@partunities that
individuals respectively enjoy to utilize econonriesources for the
purpose of consumption, or production, or exchangsbcial
opportunities in the sense of “the arrangements shaiety makes for
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education, health care and so on”; transparencyagtees in the sense
of “the freedom to deal with one another under gntaes of disclosure
and lucidity”; and, protective security in the sertd the provision of a
“social safety net for preventing the vulnerabletisms of society from
being reduced to abject misery, and in some cages starvation and
death” ” (Sen, 1999:38.These “instrumental freedtensl to the general
capability of a person to live more freely, but ythalso serve to
complement one another” (Sen, 1999:38). Such adbupaerstanding
of the development process encompasses almostf aheo narrow
concerns of various political players in the diéiet countries in such a
way as to facilitate the expression of serious mihdpolitical
commitment to development.

As noted earlier, the MDG process, like the PRS#tgss, marked a
return to development planning albeit at the globevel. The
overarching objective of development is the redurctiof poverty
broadly defined and the goals are to be achieved a25 year period,
with quantitative targets and indicators to faatkt monitoring the
achievements made. World leaders, including thosen f Africa,

expressed their commitment to these goals and ammit taking action
to achieve them in the specified horizon. Sinceirtlagloption in

September 2000 two Summits were held at the UN a®sessing
progress made based on national, regional and Igloimnitoring

reports.

Along the lines of the above global example, megtime challenge of
political commitment to development can be fadiéith by the further
pursuit of the principles upon which the New Parth@ for Africa’s

Development (NEPAD) is based19. According to itdsiee NEPAD

was initiated by the Heads of State of Algeria, [EgWigeria, Senegal
and South Africa on a mandate from the Organizatioffrican Unity

(OAU). The 37th Summit of the OAU, held in July 20Cormally
adopted the strategic framework document. NEPAD nw a
programme of the African Union (AU), the successoganization to
OAU. The inaugural Summit of AU was held in July020in Durban,
South Africa. NEPAD is operationalised through MEPAD Planning
and Coordinating Agency (NPCA), which has beengrated into the
structures and processes of the AU and servesexshaical body of the
AU, replacing the former NEPAD Secretariat. The MP8as the
mandate to: facilitate and coordinate the implemigot of the
continental and E/ECA/COE/30/8AU/CAMEF/EXP/8(VNaision and
a strategic framework” for Africa’s renewal. Withiogetting involved in
details, itis interesting to note that the origifdEPAD framework
document adopted the then International Developntgwils (IDGs;
which became the MDGs later on), as part of itslgfeae paragraph
68). These goals are to be achieved under thetkrng-objective, stated
in paragraph 67, of eradicating “poverty in Afriaad to place African
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countries, both individually and collectively, onpath of sustainable
growth and development and thus halt the margiagdin of Africa in

the globalization process, and to promote the aflevomen in all

activities”.

The above objectives and goals came to be fornuilater the new
political will of African leaders had been expresse terms of a joint
responsibility for, among other things, “promotirand protecting
democracy and human rights in their respective wtms and

regions”(paragraph 49).

To ensure that the above political commitment teetlgpment at the
regional level is backed by actions, NEPAD credtsel African Peer
Review Mechanism (APRM) as an “instrument voluryaacceded to
by member states of the AU as an African self-nayimig mechanism”.
The primary purpose of APRM is to “foster the adoptof policies,
standards and practices that lead to politicalilgigbhigh economic
growth, sustainable development and continentah@oac integration
through sharing of experiences and reinforcemestiotessful and best
practice, including identifying deficiencies andsessing the needs of
capacity building”. The policies, standards andcpcas that are to be
adopted are supposed to cover the four major pyiareas identified in
the base document of the APRM and the DeclaratiorDemocracy,
Political, Economic and Corporate Governance adbpyethe inaugural
Summit of the AU. The four priority areas are: “dmracy and political
governance”; “economic governance and managemeéitirporate
governance”; and, “socio-economic development”.

The overall objective of the priority area on demaoy and political
governance is to “consolidate a constitutional tpxl order in which
democracy, respect for human rights, the rule wf llne separation of
powers, and effective, responsive public servieeraalized”. It is the
achievement of this objective that will eventualfgcilitate the
commitment of political leaders to the developmartheir countries.

The Institutional Challenge

Most African countries inherited an institutionarusture that was
largely designed to perform minimalist functions wiodern states
relating to revenue collection, provision of publgervices and
maintenance of law and order. However, an “orgahagempt to plan a
country’s development introduces new and unfamiéatrepreneurial
and managerial tasks on an unprecedented scalecdteviries can cope
with the administrative problems which developmptanning brings.
These problems are so complex that in most leseloleed regional
priority programmes and projects; mobilize resosread partners in
support of the implementation of Africa’s priorifgrogrammes and
projects; conduct and coordinate research and ledgel management;
monitor and evaluate the implementation of progr&srand projects;
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and advocate on the AU and NEPAD vision, missiord amre
principles/values. The highest authority of NEPADarfing and
Coordinating Agency (NPCA) is the AU Assembly ofade of State
and Government. There is a Heads of State and Gt Orientation
Committee (3states per region, plus the Chair @fAbJ) which is a sub-
committee of the AU Assembly that provides polititadership and
strategic guidance on the NEPAD Programme and tepds
recommendations to the AU Assembly for endorseme&hgre is a
steering committee intermediary body to interfaeéneen the HSGOC
and the new Agency. As observed in most African ntoes the
limitation in implementing plans is not financialesources, but
administrative capacity” (Waterstone, 1965:289).Tadministrative
capacity of the African state, weak as it may hhgen at the time of
independence, has been further weakened over lins.therefore, no
wonder that there are multiple initiatives, ande&ed emphasis on the
need for building the capacity of the state ondbetinent. While these
initiatives are commendable, they need to be clyedssessed from the
perspective of enhancing domestic capacity compgresiibstituting it
by foreign expertise. In this respect it was ndtest sub-Saharan Africa
“had about 100,000 foreign technical assistanc# ststing about 4
billion USD per annum. In most cases, this statbssiiutes for local
capacity, but all current assessments of the inspattthis on SSA
development are ostensibly negative” (Mkandawired aSoludo,
1999:137).

Inevitably, the proliferation of capacity buildingitiatives on the
continent was closely related to the narrow conedgth the capacity to
implement various policy reform agenda of the donommunity as
represented by the IMF and the World Bank. Suchndgewas not
concerned with the long-term development of thetioent, let alone
being concerned with planning such development. filme of the
proliferation of the capacity building initiativeoincided with a policy
direction of massive retrenchment of African pub$iervants and a
“deluge of foreign advisors, consultants, and repnéatives of
multilateral agencies who took over key policy gsaand policy-
making institutions in many African states” (Mkamdee and
Soludo,1999:135). In addition to retrenching Africaivil servants, a
large number of planning ministries and agenciesevagsmantled. On
the basis of this experience in building the cayaxi the African state,
the challenge facing the continent in reasserting importance of
planning is to embark on a different path to reteand enhance
existing, capacity for effecting development. Sacpath would include
in a fundamental sense reversing the trend of miagligovernment
employment with the aim of creating a skilled afitceent government
work force. From a planning perspective this wélfjuire arrangements
for constant retraining of civil servants to acgquathem with the
changing development challenges facing their caoesitr and
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familiarizing them with relevant planning technigue and
methodologies. Such training arrangements arembetconfined only
to those civil servants attached to planning agenfor obvious reasons
relating to the coordination of plan implementation

From an institutional point of view African courds need to create
modernized planning agencies, and/or rehabilitaéirigting ones. The
challenge facing the countries in this respectidelvital considerations
relating to:

a. clearly defining the priorities for the planning chnery
including the creation of programming units at theel of operating
government units;

b. building a consensus that the core responsibildfefe planning
agency are the formulation and revision of natiadelelopment plans;
the preparation of annual operational plans; recendation of policies,
measures and modalities required to implement the; peporting on
the evaluation and implementation of the plan; arwbrdination of
national efforts relating to plan implementation;

C. appropriate distribution of planning functions usive of
responsibility for annual operational plans, relas to the budget office
and the statistical agency, coordination of foreigohnical assistance,
the negotiation of foreign financing, responsililfior foreign loans,
responsibility for development projects and proggsaand coordination
of plan implementation; and,

d. consensus building on the preferred location of pienning
agency with appropriate legal and constitution&gaards to ensure its
efficiency. For details and evidence on these, atir institutional
aspects, see Waterstone (1965).

|l/<f/|
1.6 Summary

In Nigeria as well as in many African countriesampting is seen as
paraphernalia to several years of backwardness. eMenww these
countries realized that comprehensive planninghierwhole economy
was not feasible at the early years of independehi@nce, many
resorted to sector planned economy with graduaptéao of other

models in later years. Comprehensive planning we®la continuous
process of rational, deliberate, consistent andrdinated economic
policy making which were lacking in many of the ikan countries
coupled with myriads of other problems of plan ieypkentation. The
role of the state became eminent to turn the matkeen economy of
the colonial days to centrally planned economy. Ewsv the major
problems being faced include lack of comprehensla¢éa with our

porous borders, lack of political will to commitgpis to action, politico-
ethnic and technical factors.
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In this study unit we have been able to see thei@®f the experience
of development plan implementation in Nigeria rigfom the colonial

era. After independence, Nigeria needed to haveowarplan prepared
and implemented by her. However, being a developgign, there are
a lot of problems of plan implementation in NigeriBhese include
political unrest of series of military intervent®nn the 1970s, 1980s
and 1990s. A plan initiated by one regime wouldabandoned by the
next regime. There is also the problem of resoomestraint as well as
paucity of data and poor quality of information.chaical competency
is yet another problem of designing and implementireaningful plan.

The study unit also gave us the experience Nidethin shifting from a

medium term plan of five years to a three yeainglplan from 1992 to

1994 under the belief that evaluation period isltrg in the five year

plan while it takes only one year in the rollingupland that gives room
for early adjustment. We also saw in the unit tieiiutional framework

for planning in Nigeria as well as the general peais confronting

many African countries in plan implementation thedd to many plan
failures in these countries including Nigeria. Té@soblems include the
political dimension where many political leaderc@d other matters
higher priority than they do to development plagnitt is this relegation
of development to a subordinate place in the soélealues of the

political leaders that lead to many plan failurdsilev also sowing the
seeds of discontent and potential social unrest.

N

Abdulsalami I. and Longe, J.B. (1993), Seminar papepared for
States Commissioners
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u:il.S Possible answer to self-assessment exercise (s)himit

the content

Self-ASSESSMENT EXERCISE 1

What is the difference between a medium term ptahaarolling plan?
Answer

The three-year rolling plan strategy was adoptedntable the planning
body keep track of major developments in the ecgnand to respond
in a coherent and timely manner. Manner to somagés The three-
year rolling plan is therefore prepared every yadrile allocations for
the first year of the plan are expected to constithe capital budget of
that year. The draft capital budget for the secgedr of the plan is
based on proportion of the plan earmarked for imgletation that year.
Before finalization, programme priorities are reassed, the resource
profile re-established and the stage of projecg@mmme
implementation evaluated. It is this procedure thaivides for the
flexibility of the Rolling Plan Under the previodive year plans, such
programme revision took place once in five yearsettoo long, to cope
with the realities of an economy that has a dontireard volatile oil
sector. The instrument of rolling plans therefarakes it possible to
take account of the past the present and the filatas near enough to
be more closely captured. This process was wellitted with the
merger of the agencies responsible for planningbardtjeting, a reform
which most of the States adopted. The establishrokhhe National
Planning Commission which has among its functioreparation and
coordination of the annual capital budget and e of guidelines
for the recurrent budget was expected to forge ry ese linkage
between the planning and budgeting functions. Tte#eS and Local
Government Councils were expected to take a cuen frihis.
Furthorm6res every Local Government Council waseetgd to create a
Department of Planning, Research and Statistics thauld be
responsible for planning, budgeting and project iaoimg.

Answer
Self-ASSESSMENT EXERCISE 2

What had been the philosophy behind developmentiplanulation and
implementation right from the colonial era?

Answer:

Since the colonial masters came to exploit ressuoée¢he land through
the extorted labour of the people, it was ratiottalensure that the
people from whose labour the exploitation is made teealthy. Hence
the first development plan in the country was them TYear Plan for
Development and Welfare for Nigeria, 1946. Theeaf this plan was
to improve the general health and mental condit@fithe people and to
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provide those physical facilities which may be relgal as the minimum
necessary for the general improvements of the cpuahd its
populations. The priority then was placed accorgimg social services
— water supplies, education and health and on poahsand
communication; small amounts were to be expendexh wgriculture
and forestry development. It was felt that the prgvg conditions in
Nigeria then had no plan for balanced developmadtthat this could
only succeed if the people were put in a positidmerg they could
participate in and take advantage of economic iietsv Emphasis was
thereafter placed on the provision of water sugplgt health with about
25% capital expenditure earmarked for it and ondy?6 to industry and
agricultural development. With rapid economic growiecoming a
primary objective in subsequent plans, the emphasisgnvestment
programmes was shifted from social services towardsstrialization
and modernization of the economy. Thus the grouad iaid for the
1962-68 National Development Plan. The National éagyment 1962-
68 constituted the first attempt in Nigeria at coefensive, integrated
planning. For the first time projections were meated targets were
formulated for the performance of the entire Nigarieconomy both
public and private sectors, capital and currentiae8ince there were a
lot of political suspicions and mistrusts among étigns in the midst of
economic backwardness at independence, the plaasds objectives,
a united, strong and self-reliant nation; a great dynamic economy;,
an egalitarian society; a free and democratic $pcie

National Development Plan 1970-74 was launched ad gears
Development Plan. It was launched shortly afterahe of the Civil war
as a means of reconstructing the faciliies damafgdwar and
promoting economic expenditure. The country wasdkat with the
problems of Reconciliation, Reconstruction and Rdhation,
popularly known as “The Three Rs”. This necessdathe growing
dominance of building and construction as an itdrapital formation
in the plan. This was due mainly to the extensigeonstruction of
facilities damaged by war and the implementationtred large road
programmes of the Federal Government. This secoational
development plan after independence also projetiedontribution of
agriculture, mining and manufacturing. Since reabtm level of
stability had been attained in the country, theidta Development
Plan from 1975-80 had objectives to be geared tsvarcrease in per
capita income (to raise standard of living); moxere distribution of
income, reduction in the level of unemploymentré&ase in supply of
manpower, diversification of the economy, balandegelopment and
indigenization of economic activity.

By 1979, all arrangements had been made to hand pawer to
civilians by the military which was eventually fillkd. Hence the fourth
national development plan of 1981-85 was launchetPB81 and had as
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her main objective the building of a strong, dynarmand a democratic
culture. The plan was aimed at increasing real nmeso even and
equitable distribution of income, increased supgflgkilled manpower
and attainment of national self-reliance. Agrictdtuwas given also
given high priority complemented with the Green ®&ation
programme of the government. The government wasiyrinvolved in
food production. Manufacturing was laid emphasis arprojected
growth at annual rate of 15%. At the Federal lewveinufacturing
projects include; iron and steel, LNG, sugar, cenata. Power was to
provide adequate and uninterrupted supply natioeveidd to generate
additional 3000 megawatts to bring the capaci#G00 by the previous
year. The major problem of this plan was relatedtteer problems the
previous plans had been experiencing with yet argthoblem which
was so pronounced this plan period, it was coromptt the highest
scale through inflation and duplication of contsact
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