THE PHASES OF A PROJECT





1.	Introduction


	The "Project cycle" model was designed to give professionals an overview of a systematic process for planning, analysing and administering development projects.


	The model is a useful tool applicable to any project, whether bilaterally or multilaterally financed or financed internally by the agency concerned.


	The phases of the cycle are the following:


-	Pre-identification


-	Identification


-	Preparation


-	Assessment


-	Implementation


-	Operation


-	Evaluation�





Phase 1: Pre-identification�
�
	Analysing and planning projects in any sector requires a proper basis of information for evaluating the present situation, present and future demand for goods or services, the need for those goods or services, physical and financial resources available and potential alternatives for meetings those needs.


	Knowing those socio-economic environmental conditions is fundamental for establishing realistic development objectives.


	The purpose of the first phase, pre-identification, is to assemble all such information. The data needed vary depending on the sector of activity and type of project involved.


	If a national project is involved, the macro-economic situation and sectoral strategies need to be known (e.g. telecommunications as a subsector of the communications sector).


	If it is an in-house project, it is important to know the environment and the agency's strategies relating to whatever matter the project is intended to solve.�





Phase 2: Identification�
�
	During this exploratory phase ideas are identified for possible projects and may even be tested (pilot activity) on a preliminary basis without disproportionate spending.


	The identification of projects must be based on the information assembled in the preceding phase.





	The concepts for identifying possible projects may come from very different sources. In the case of projects at the national or sectoral levels made by the government or by specialized agencies, local specialists or political leaders may provide the basis for identification purposes.


	In the case of in-house projects, the agency's situation, status and relations with the government, the services it provides, studies of internal problems, changes to be introduced, etc. provide a source for identifying existing priorities, strong and weak points and possible projects for improving/changing the situation.


	The concept of the project must be defined in general terms and with broad (not detailed) objectives. Before spending time and money on preparing and implementing the project, the concept must be developed for defining in specific terms the technical, financial, economic, institutional and social requirements.


	A preliminary analysis must show whether the project is good and its implementation worth pursuing, whether it should be scrapped or whether certain aspects need changing.


	At the national level, prefeasiblility studies must be carried out to provide sufficient information for deciding whether or not to continue the process. Such studies do NOT include the detailed definition of engineering, designs, etc. or profound and detailed economic/financial analyses.


	The main purpose of a prefeasibility study is to determine the viability of the project compared with possible alternatives, and to identify and eliminate potential problem areas or undesirable project components.


	In the case of major projects, this type of study requires people experienced in a wide variety of subjects and sometimes consultants to be recruited.


	In the case of in-house projects to be implemented by a project team, such studies must be carried out with an equal degree of detail and care to ensure that the project is defined as accurately as possible.


	The prefeasibility study may identify problems or weaknesses in the project design. For instance, the following points may be revealed:


-	The technology is inappropriate to local conditions (costly, difficult to operate and/or maintain).


-	The demand for the product or service has been poorly estimated.


-	Local funding for the materials has been unrealistically estimated.


-	The infrastructure is inadequate (in the country, region or executing agency) for supporting the project under the conditions for which it was designed.


-	The market system may be inappropriate for distributing the product or service.


-	Local customs conditions may hamper implementation of the project.


-	Administrative and management requirements may be beyond local/national capacities.


-	The local service charging and/or pricing policy may raise difficulties for the success of the project.


-	Etc., etc.








Phase 3: Preparation�
�
	Once the project has been identified as feasible and meriting high priority for the national objectives of this sector (or for the agency's objectives in the case of an in-house project), we proceed to the preparation phase.


	Preparation consists of a detailed analysis as to whether the project is appropriate in five respects:


Technical feasibility


-	Size (or coverage) of the project


-	Technical design, equipment


-	Siting


-	Availability of physical and human resources


-	Availability of infrastructure


-	Construction programmes


-	Procurement and purchasing requisites


Financial feasibility


-	Present and future sources of funds 


-	Impact of project financing on the government or agency


-	Cost to beneficiaries


-	Project profitability and financial autonomy of the agency, commercial aspects and marketing


Economic feasibility


-	Efficient use of resources based on national or institutional objectives and resources (especially in the case of in-house projects)


-	Measurement of costs and benefits and distribution of costs and benefits within society


Institutional feasibility


-	Agency capacities, structure and policies


-	Project and personnel management requirements


-	Legal requirements


-	Coordination between development agencies and/or between institutions (for in-house projects, between functional departments, etc.)


Social feasibility


-	Social objectives and policies at the national or institutional level


-	impact of the project on different groups


-	impact of the project on the environment


-	impact on the staff


	Before the project design can be evaluated, the objectives, i.e. both the general purpose of the project laying down what the project is supposed to achieve and its immediate objectives, must be clearly established.


	Unless the objectives are known in detail it is impossible to decide how they should be achieved or evaluate the success of the project. Such objectives are usually defined in terms of solutions to existing problems, e.g. supplying something that does not exist or eliminating existing barriers in the project area.


	The way such objectives are drafted was discussed in Module No. 2 entitled Towards the organization of the future. The concepts mentioned in that article are repeated below.


Set of objectives if projects or complete processes are organized


	If the idea is to organize the agency by processes or projects, each one must have a set of objectives and indicators for establishing the functions involved, activities to be performed, resources needed and work plans.


	This set of objectives will consist of:


a)	a "development objective";


b)	one or more "immediate objectives".


a)	Development objective


Represents the achievement of a broad development goal at the agency level.


	As a rule, the goal is defined in the institutional plans and requires a long-term approach. It must be explicitly related to the agency's strategic objectives/permanent aims.


	This objective is therefore of a higher level than the immediate objectives which determine the success of the project.


b)	Immediate objectives


	An immediate objective sets out the achievement expected of the project or process itself. It must be defined in terms of the specific changes in behaviour, situation or conditions which the project is to bring about.


	Such objectives must be written out in detail, including the indicators to be achieved and criteria for success, as well as the results, activities and persons responsible for each activity.


	The objectives may be set out as illustrated below.





Immediate objective No. ?


What specific effect must the project achieve during or immediately after its useful life?


If the project is completed successfully, what improvements or changes are expected of the group, organization or area at which the project is aimed?�
�
�
�
�
Indicators:


What evidence or signs are there that the immediate objective has been achieved?�
�
Criteria for success:


Reference success value or state of indicators.�
�
�
Results�
Activities�
Persons responsible�
�
?.1	What type of result and how much must be produced using the available inputs and activities undertaken, to achieve the immediate objective?�
?.1.1�?.1.2�?.1.3 What activities must be undertaken to produce the expected results?�
?.1.1�?.1.2�?.1.3 Who is to manage and supervise these activities?�
�
?.2�
?.2.1�?.2.2�?.2.3�
?.1.1�?.2.2�?.2.3�
�



	Results are those elements which, when combined, lead to the achievement of one or more of the immediate objectives. They are tangible "products" which the project itself must produce in order to achieve its objectives or immediate objectives. They represent the impact of tasks which have to be performed in order to achieve the objective.�


3.	Operational objectives


	Each unit within the agency must have its own fixed operational objectives, on the basis of which everyday activities are organized.�


	Once the objectives have been defined and difficulties for achieving them identified, the following questions must be answered:


1)	What is the best way of achieving those objectives?


2)	What are the technical, financial, economic, institutional and social requirements? How do they interrelate and what is the relationship between the cost and benefits of the different ways of achieving the objectives?


	Answering those questions calls for a careful analysis of each of the five feasibilities mentioned earlier. An important point to remember is that the five aspects do not exist in isolation but are interrelated. For instance, technical design affects financial investments and operating costs, social costs influence the success or failure of the technical design, and so on.


Phase 4: Assessment


	Assessment is the term often used by financing agencies when referring to the final process of approving the project.


	At the national government level (e.g. in the case of a telecommunications development project), this means the review and approval phase during which officials of the government, ministries and the telecommunication administration, corporation or private operating agency discuss what is needed for the project to be approved.


	In the case of in-house projects, it is the final stage of discussion with the senior authorities for obtaining approval and permission to move on to the implementation of the activities planned.


	There must be a project document including the results of the feasibility studies carried out during the preparatory phase and all other details needed by those who have to take decisions and are involved in the review and approval process.


	The report must be manageable, not padded with unnecessary technical details but clearly and simply focused on all aspects necessary for assessing whether the project should be implemented.


	Since those taking the decision may not have a technical background, the information must be clearly expressed in terms that can be understood by the senior authorities. However, the project report must also be comprehensible so that it can provide a basis for monitoring and follow-up during the implementation phase. It should therefore include a programme of activities, budgets, payment or spending plans, personnel requirements, financing needs and funding sources, etc.


Phase 5: Implementation


	All the activities in the preceding phases are intended to anticipate difficulties and eliminate possible problems during the implementation of the project.


	However, this is very rarely the case: with the changing situation in the real world, problems always arise during the implementation phase and must be solved by the project manager.


	Different types of problems may arise with regard to:


-	scheduled time-limits for the construction or performance of activities may change;


-	equipment or labour costs may rise for such reasons as inflation;


-	the political environment may unexpectedly change;


-	violent staff rotation may leave unexpected vacancies at the management, specialist or worker levels;


-	support for the project may change owing to political changes in the country, within ministries or in the very agencies executing the project; etc., etc.


	Generally speaking, implementation problems may be placed in five categories:


-	Financial;


-	Administrative (management);


-	Institutional;


-	Technical;


-	Political.


	While it is important to try to anticipate these problems during the preparatory phases, it is also important to have project leaders who know how to cope with and solve such problems and are aware that the agency is assuming some risk during the implementation phase.


Project management tools


	Planning and administering the implementation of projects is facilitated by the use of certain well-known techniques:


-	The Critical Path Method (CPM);


-	Monitoring and evaluation;


	Management Information System (MIS).


	The main purpose of these tools is to help obtain, process and analyse the basic information needed for taking decisions during the project implementation control process.


	The particular technique chosen will depend on the type of project. For instance, the Critical Path Method is normally used in projects which emphasize construction, plant, infrastructural development, etc. in which the variables are fairly predictable. Conversely, monitoring and evaluation may lend themselves better to social-type projects which place more emphasis on the organization of people and human behaviour.


	A combination of these techniques may be applied if it meets the specific project management requirements. The use of computers is nowadays in vogue and a wide variety of commercial programmes are available to facilitate the task.


	It is important to bear in mind that any system used should not become too complicated but should meet the local requirements and practices of the agency implementing the project.


Phase 6: Operation


	Projects bring benefits only if they are in operation. It is therefore most important that they should continue in operation as efficiently as possible AFTER the time planned for implementing them (their project life).


	The following are therefore important aspects for guaranteeing their permanence:


-	whether the project has sources for financing its operation (not just funds for implementing it);


-	whether competent personnel are available for administering its operation (managers and/or technical personnel), since this may cause its operation to fail;


-	the commitment of the community (particularly in the case of social development projects) or of clients and users is most important to the continuing success of operations and therefore of the project itself;


-	the continuing operation of the project also depends on proper maintenance of the project equipment and other components. This is not solely a question of available funding but also depends on appropriate maintenance policies and procedures for ensuring the availability of personnel, skills, spares and work methods.


	In short, project permanency depends on the quality and extent of the analyses made during the project identification phase, during its preparation and during the implementation phase, because those phases make it possible to predict how the permanency of the project can be guaranteed.


Phase 7: Evaluation


	The final phase of the project cycle takes place after the project comes into operation. It consists of a subsequent evaluation aimed at judging the success or failure of the project and the reasons for the results.


	Such reviews may be highly beneficial in enabling future projects to benefit from the experience which the project in question gives those who implement it.


	Subsequent evaluations should normally be made by independent personnel who have not been involved in any phase of the project cycle.
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