


PROJECT PLANNING AND 


IMPLEMENTATION PRINCIPLES


General


	This document sets out ideas complementary to those set out in the "Project cycle", document particularly in connection with project planning and implementation.





��
PROJECT PLANNING





Includes the project pre-identification, identification and preparation processes and assessment with the programme and budget.





PROJECT IMPLEMENTATION





Includes implementing the necessary activities, progress monitoring and the necessary follow-up.�
�






PROJECT��
PROGRAMME�
�
	A discrete (limited) package of investments, resources and activities designed to remove or improve restrictions on development in order to secure one or more products/benefits in terms of increased productivity or improved quality of goods or services intended for a group of beneficiaries, all within a limited period of time.�
	a)	An investment made or service provided (e.g. telecommunications) which is not limited in time.


	b)	A collection of projects and/or programmes (defined in a)).


	c)	Is synonymous with or equivalent to a development plan or development programme at the national or corporate level.�
�



	Whenever we speak of a project, we refer to a specific fund- and time-limited initiative and the specific products to be won within that limited time.


�



PLANNING A PROJECT








�








	In any telecommunication agency (administration, public or, private corporation or agency), major network and service extension projects are obviously defined using all the data available within the agency, as generated by the operation of existing systems and market studies made in the environment served.


	Just as clearly, in the case of an internal project for improving a work process or having  specific action taken by a flexible matrix-based project team, account is taken of all the basic information encountered in the agency's day-to-day activities. In this case, the first two phases of the organization development cycle mentioned in Module No. 2 "Organization development techniques for introducing planned and controlled changes", are equivalent to the phases mentioned under project planning: pre-identification, identification, preparation and assessment of the project.


	Both propositions are compared in the following table to show that they are equivalent and that both a large project with external funding and even a small internal project therefore require careful preparation.


�



CYCLE OF A PROJECT�
ORGANIZATION DEVELOPMENT CYCLE�
�
��
��
�
PROJECT PLANNING


-	Pre-identification = Assembly of all necessary information.


-	Identification = Definition of project concept and requirements. Pre-feasibility study.


-	Preparation = Detailed analysis of project feasibility; detailed objectives; feasibility study. Project document.


-	Assessment = Approval of project, including its programme of activities and budget.�
OD PROCESS FOR IDENTIFYING IMPROVEMENT ACTION (PROJECT)


-	First stage: To analyse problems, define goals and objectives, generates solutions and recommend the best solution (equivalent to the pre-identification and identification stages with the pre-feasibility study and the preparation part).


-	Second stage: To formulate action plans and assign responsibilities (equivalent to finalization of preparation and assessment, including the detailed project document).�
�









	Depending on the agency and possibly also on the financing institution, there are many formats for presenting the project planning results. However, whatever format is chosen, the content (which is what really matters) is approximately the same since what is required is to explain what the project consists of, its feasibility, objectives, programme of activities, budget, resources needed and financing.


	The format best known among telecommunication agencies of developing countries is the one used by the UNDP, which is readily adaptable to any other requirement including the presentation of in-house projects. Although mentioned as an annex to this document, it should be understood that the format in question is only one way of presenting a project.


ASPECTS OF PROJECT IMPLEMENTATION


a)	Implementation of a project


	This phase covers development/construction activities before the project becomes operational. If the project uses external funding and international personnel, implementation is normally the responsibility of the executing agency (in telecommunications, for example, �



the ITU) and the agency involved (i.e. the project managers appointed by each agency). If it is an in-house project, implementation is the responsibility of the project team and, in particular, its coordinator.


	Assuming the project to be properly planned and designed, efficient and timely implementation depends basically on sound management and supervision, efficient technical personnel and the opportune spending of funds by both the financing agencies and the agency in question. It will also depend on timely approval of any jobs required and rapidly filling them.


b)	Project operation


	Once the project has been designed or implemented, it must be made operational. This means starting up normal day-to-day operations with a view to producing the goods or services required.


	In other words "operation" refers to the day-to-day activities for making the project work over many years (its entire useful life) until it is abandoned as obsolete.


	Operation is very different from implementation because standard processes are repeated day after day, whereas during implementation the work is unique and uncertain in comparison with the operational phase.


c)	Monitoring of progress


	Proper follow-up and progress monitoring during implementation serves not only to show up differences between what has been budgeted and what is happening; it also raises questions as to whether the budget and objectives were realistic at the outset and whether circumstances have changed unforeseeably, which would explain such differences. More importantly, it enables the causes of difficulties to be seen so that the necessary corrective measures can be found and any implementation problems solved.


	It is important to assemble the necessary information during the monitoring phase, though not too much nor too little of it. Such information must also be regularly processed and analysed so that the different management levels can be informed in a readily understandable manner.


	A mountain of unanalysed and unsynthesized information from the computer printers serves NOBODY and does not add up to serious monitoring. A proper system of progress reports must be introduced so that effective and timely management decisions can be taken for improving implementation.


d)	Impact of evaluation


	It is not enough simply to monitor the physical and financial aspects of a project. Progress may be far ahead of the work schedule but the project may not be achieving the impact for which it was designed owing to such factors as: the beneficiaries are not the same as those for whom the project was designed, due to unforeseeable political influences.





	It is important to evaluate the project impact in such terms as:


-	Has the beneficiary group been reached? In other words, are the beneficiaries really those anticipated?


-	Have the expected goals been achieved? If not, why?


-	What lessons have been learnt for improving the selection and design of future projects?


	There are two important points:


1)	Evaluation may require such activities as surveys, field visits, etc., which may prove expensive. It must be covered in the budget and carefully planned. 


2)	Monitoring and evaluation results must reach the planners so that they can properly be taken into account for improving future projects.








�







































GUIDELINES FOR PROJECT DESIGN AND FORMULATION








Extracts from the ITU guidelines for project formulation� and the project document format








	a)	Presentation of the structure of a project document.


	b)	Project formulation framework.


	c)	Complete project document.


�









�ITU GUIDELINES FOR


PROJECT FORMULATION





and the project document format�



























































Presentation of a UNDP standardized


Project Document�





�



PRESENTATION OF THE STRUCTURE OF A PROJECT DOCUMENT


1.	INTRODUCTION


	The new project document format is EVALUATION-ORIENTED.  That means each project document should now be designed in order to monitor and evaluate each activity regarding each related objective.








�








	The structure proposed is in 3 parts; the PROJECT-FORMULATION FRAMEWORK (PFF), the PROJECT DOCUMENT (PDC), and the PROJECT APPRAISAL CHECKLIST (PAC), each part having its particular objective.


	This structure has the advantage of separating the PREPARATION from the IMPLEMENTATION and the EVALUATION.


2.	PROJECT FORMULATION FRAMEWORK (PFF)





	The objectives of the PFF are the following:





Act as guide for discussions, negotiations, and decisions





�Discussion, debate and negotiations about the shape and content of the proposed project are to center on the ideas presented in the formulation framework rather than on the wording of the draft project document.�


Demonstrate the consistency of the project


�The purpose of the framework is to provide guidance for systematic and logical thinking ...�


�
Act as reference tool for the project document


�Once such a framework is agreed upon, it will provide a ready basis for the subsequent drafting of a fully-fledged project document.�





Act as reference for the evaluation and the monitoring of the project





�If properly developed, the framework should prove useful throughout the life of the project as a tool for its monitoring and evaluation.�


3.	PROJECT DOCUMENT (PDC)





	The objectives of the PDC are the following:





Describe the structure of the project





�A.	Context


B.	Project justification


C.	Development objectives�





(b)	Define the implementation plan of the project


�D.	Immediate objectives (outputs-	activities)


E.	Inputs


F.	Risks


G.	Prior obligations and prerequisites


H.	Project Reviews/Reporting/Evaluation


I.	Legal context


J.	Budget


K.	Annexes�





(*)	At present the previous matrix OBJ/OUT/ACT/SUCC-CRIT could be used


�
4.	PROJECT APPRAISAL CHECKLIST (PAC)





	The objectives of the PAC are the following:





Give a “on exhaustive" list of specific evaluation parameters in accordance with the activities and the objectives of the project.








�The checklist is only a tool, provided to assist in the appraisal process.  Its purpose is limited to serving as a reminder to the appraiser of certain key questions which should be considered before recommending whether or not the project should be approved.�











�





�
























�ITU GUIDELINES FOR


PROJECT FORMULATION





and the project document format
























































�Project Formulation Framework


Reference (PFF)





�
PROJECT FORMULATION FRAMEWORK REFERENCE


Table of Contents


-	Presentation


A.	Development problems intended to be addressed by the proposed project


Al.	At sectoral or sub-sectoral level


A2.	At level, subject to solution, by the project itself


B.	Concerned Parties/target beneficiaries


Bl.	Who identifies?


B2.	Target beneficiaries


C.	Pre-project and end-of-project status


Cl.	Initial situation


C2.	Target situation


D.	Special considerations


D1.	External factors


D2.	Negative impacts


E.	Other donors, programmes in the same sub-sector


El.	Sub-sector linkage


F.	Development objective


F1.	Development objective formulation


F2.	Relation to the country programme


G.	Major elements


G1.	Immediate objective


G2.	Indicators & success criteria


G3.	Outputs activities and party responsible for the activities


H.	Project Strategy


H1.	Direct recipients


H2.	Target beneficiaries (project strategy)


H3.	Description of the arrangements for implementation


H4.	Alternative project arrangements


I.	Host country commitments I.1 Description of counterpart support I.2 Legal arrangements


I1.	Description of counterpart support


I2.	Legal arrangements


J.	Risks


J1.	Description of significant risks


J2.	Estimated occurence


K.	Inputs


K1.	Skeleton budget


K2.	Comments


- End


�
 


�PROJECT FORMULATION FRAMEWORK REFERENCE








�


PRESENTATION











Country (ies) :  �
The country or list of countries where the project should be implemented�
�
�
�
�
Date:  �
The date when the draft PFF is finished�
�
�
�
�






�








Proposed Title:  �
If possible, a significant title in less than 1 line�
�
�
�
�
Estimated Duration:  �
In months or years�
�
�
�
�
Tentative Cost:  �
UNDP + cost sharing contribution; in US$�
�
�
�
�
Estimated Counterpart  Costs:  �
Estimation of participation in US$�
�
�
�
�
Sources of Funds:  �
IPF (Indicative Planning Figures), SMF (Special Measure Funds for the least developed countries), Cost-Sharing participants, or other sources.�
�









�



�DEVELOPMENT PROBLEMS INTENDED TO BE


ADDRESSED BY THE PROPOSED PROJECT











At sectoral or subsectoral level:


	(macro level)�
Development objective level, causes, evidence�
�
�
�
�
2.  At level, subject to solution, by the 	project itself:  (micro level)�
Immediate objective level, causes, evidence�
�









�


CONCERNED PARTIES/TARGET BENEFICIARIES











1.  Who identifies?:�
Who has identified the development problem and how has it come to the attention of the UNDP?�
�
�
�
�
2.  Target beneficiaries:  �
What particular group or groups is/are intended to benefit from the achievement of the project's objective(s). If appropriate indicate the breakdown of the group(s) by gender�
�









�


C.  PRE-PROJECT AND END-OF-PROJECT STATUS











1.  Initial situation:�
Describe the pre-project situation, in terms which are as quantifiable as possible�
�
�
�
�
2.  Target situation�
Describe the situation expected at the end of the proposed project, in terms which are as quantifiable as possible, of the systems or capacity which should be in place in order to provide the desired outputs or services on a sustained basis..�
�






�



�SPECIAL CONSIDERATIONS











1.  External Factors�
Identify those special considerations which may be relevant to the proposed project and describe how they influence either the content or the form of the project.�
�
�
�
�
2.  Negative Impacts�
Identify any negative impact which the project may have on the environment or on particular group.�
�



�





OTHER DONORS, PROGRAMMES IN THE SAME SUB-SECTOR








1.  Sub-Sector Linkage�
Identify and describe the linkage of the proposed project to the activities and programmes of other sources of external assistance in the same sub-sector�
�



�


DEVELOPMENT OBJECTIVE AND ITS RELATIONSHIP


TO THE COUNTRY PROGRAMME











1.  Development Objective�
What is the reason for the project, the broader sectoral objective towards which the efforts of the project are directed? Why is the project being undertaken?�
�
�
�
�
2.  Relation to the country programme�
How the project will contribute to the success of country programme�
�






Suggestion:  to know the country programme, it is necessary to write a good Development Objective.


�



�G.  MAJOR ELEMENTS








Immediate objective 1:	What specific effect is the project to achieve within its lifetime, 				or directly thereafter?  If the project is completed successfully, 				what improvements or changes are expected in the group, 					organization or area towards which the project is directed?�
�
Indicator(s):	What evidence, or indications 		will demonstrate that the 			immediate objective has been 		achieved�
Success criteria:	Reference success 				value or status of the 			indicator(s)�
�
Outputs�
Activities�
Party responsible for the activity�
�
1.1	What kind and how many 	outputs will need to be 	produced with the inputs 	provided and activities 	undertaken in order that the 	immediate objective might 	be achieved?�
1.1.1 What activities need to 	be undertaken in order�1.1.2 to produce the desired 	outputs�1.1.3�1.1.4�
Who will manage and supervise these activities?�
�
1.2�
1.2.1


1.2.2�
�
�






�


PROJECT STRATEGY











H.1. 	Direct recipients:�
Who are the people and/or the institutions who would benefit in the first instance from the output and activities�
�



H.2. 	Target beneficiaries:�
The target beneficiaries and the direct recipients of the project are not likely to be the same.  If they are not, how will the benefit delivered to the direct recipients lead to the benefit intended for the target beneficiaries?�
�



H.3. 	Description of arrangements 	for implementation:�
Describe the implementation arrangements proposed for the project.�
�



�



H.4. 	Alternative project 	arrangements:�
Identify any alternative project strategies and/or implementation arrangements which have been considered, and why they have been rejected in favour of the one(s) chosen. �
�



Note:	include any other financial alternatives and or other solutions








�


I.  HOST COUNTRY COMMITMENT





I.1	Description of counterpart support:





��	Describe the indications which show that the government or host country institution concerned will provide the counterpart support necessary for the project's successful operation and for sustaining its results.�





�Full-time Secretarial staff�Premises�Offices�Communication facilities�Equipment�Vehicles�Consumable supplies�Any arrangements necessary to�		assure that staff trained by�		the project will remain in�		their posts for a fixed�		period after their training.�








I.2.	 Legal arrangements:�
Describe any legal arrangements necessary to assure that staff trained by the project will remain in their post for a fixed period after their training.�
�






�






J.  RISKS


�








DESCRIPTION OF SIGNIFICANT RISKS�
Possibility of occurrence�
�
�
HIGH�
MEDIUM�
LOW�
�
�
Put a cross in the relevant box�
�
1.	Factors which at the outset may 	threaten major delays or prevent 	achievement of the project's outputs 	and objectives�
�
�
�
�
�
Put a cross in the relevant box�
�
2.	Factors which trough time could 	increase to threaten major delays or 	prevent fulfilment of the project's 	output and objectives.�
�
�
�
�









�



�


K.  INPUTS








1.  Skeleton Budget�
�
NATIONAL INPUTS


Specify currency and UN exchange rate�
EXTERNAL INPUTS


US Dollars�
�
�
Personnel�
�
�
�
�
Sub-contracts�
(Specify types of goods or services)......�
�
�
Training�
�
�
�
�
Equipment�
�
�
�
�
Miscel-laneous�
�
�
�
�
�
�
�
�
�
TOTALS�
�
�
�
�
�
�
�
�
2.  Comments�
Comments on any proposed inputs which may raised policy on which headquarters guidance is sought.�
�



END














Person primarily responsible�for this formulation framework�
___________________________________�
�
�
Signature�
�






Name:�Title:�
�
�






�
























�ITU GUIDELINES FOR


PROJECT FORMULATION





and the project document format�






























































Project Document Reference


(PDC)�


�
PROJECT DOCUMENT REFERENCE


Table of contents


- Presentation


A.	Context


Al.	Description of the subsector


A2.	Host country strategy


A3.	Prior or on-going assistance


A4.	Institutional framework for subsector


B.	Project justification


Bl.	Problems to be addressed by the project


B2.	Expected situation at the end of the project


B3.	Target beneficiaries


B4.	Proposed strategy


B5.	Reasons for assistance from UNDP/executing agency


B6.	Special considerations


B7.	Coordination arrangements


B8.	Counterpart support capacity


C.	Development objective


Cl.	Development objective


D.	Immediate objectives, outputs and activities


D1.	Immediate objectives


D2.	Outputs


D3.	Activities


E.	Inputs


El.	Inputs


F.	Risks


F1.	Risks


G.	Prior obligations and prerequisites


Gl.	Prior obligations


G2.	Prerequisites


H.	Project reviews, reporting and evaluation


H1.	Reviews


H2.	Reporting


H3.	Evaluation


I.	Legal context


I1.	Legal context


J.	Budgets


Jl.	Budgets


K.	Annexes


K1.	Work plan


K2.	Time schedule of project reviews, reporting and evaluation


K3.	Standard legal text for Non-SBBA countries


K4.	Training programme


K5.	Equipment specifications


K6.	Job descriptions


K7.	Framework for effective participation of national & international staff





-	End


�



PROJECT DOCUMENT REFERENCE





PRESENTATION





Country(ies):�
The country or list of countries in which the project is going to be implemented (same as in document “Project Formulation Framework")�
�
N° and Title:


�
The same information as that in the first document written down items: “Project No.” and “Proposed title".�
�



Duration:  �
The same information as that in the first document, in months or years.�
�



ACC/UNDP sector & subsector:�
According with the ACC/Programme Classification Extended for UNDP purposes�
�



Government sector & subsector:�
Taking into account the UNDP macro-Economic classification Sector No 06: Transport & Communications, subsector 0660: Telecommunications�
�



Host country implementing Agency:�
Name of the organism of the government in charge of the implementation of the Project�
�



Executing Agency:�
Normally the ITU, but other agencies or organizations could be involved.  If it is the case it will be indicated in region “Cooperation or Associated Agency”�
�



Estimated starting date:�
Date schedule for the implementation of the project indicated in month/year�
�



Government inputs:�
In local currency, indicate the amounts plus the government contribution, in cash and in kind. (Figures obtained from the budget line)�
�



UNDP and Cost-Sharing Financing:�
The figures for UNDP/IPF and for 'Other (specify)' come from the budget, the same as the "Government or Third Party Cost Sharing" and 'UNDP & Cost-sharing', & do not included the item 'support' (budget chart)�
�
�



Brief description:�
In a maximum of 10 lines if possible, 1 1.5 space, briefly describing the results desired (major results) including the intention to be "institution building"; "direct support" or any other kind of assistance; specify any 'special considerations".�
�



Under the presentation:�
Signature, date, name/title of the persons signing for: a) the Government, b) the Executing Agency, c) the UNDP�
�



Ending:	UN official exchange rate at date of last signature of project document: 			$1.00 - Total in local currency











UNITED NATIONS DEVELOPMENT PROGRAMME


Programme of the Government of


PROJECT DOCUMENT





Number and title:�Duration:�Project site:�ACC/UNDP sector & subsector: a/�Government sector and subsector:�Host country implementing agency:�Executing agency:�[Co-operation or associated agency�(if applicable)]�Estimated starting date:____________�				(month, year)�Government inputs: (local currency)�		(in kind)  ____________�		(in cash)  ____________�
�UNDP and cost sharing financing��UNDP


IPF				$________��Other (specify)		$________��Govt. or third-partly�     cost sharing (specify)	$________��UNDP & cost sharing�			Total:	$________��
�
_______________________________________________________________________________________________


Brief description: (Provide a succinct statement of what the project is intended to achieve and its major features, including whether it is intended to provide institution building, direct support or some other type of assistance.  Specify any 'special considerations'. (See heading B-6)).





�
________________________________________________________________________________


On behalf of:			Signature		Date			Name/title (please type)


The Government:    _______________		________	___________________





Executing Agency:  ________________		________	___________________





UNDP:	          _________________	________	___________________








United Nations official exchange rate at date of last signature of project document: $1.00 -





a/	Please study the ACC Programme Classification Extended for UNDP purposes carefully in section 30304, subsection 4.0, and assure that the code and title used most accurately reflect the primary area of project activity.








�



�CONTEXT








A.1: Description of the 	subsector:�
The subsector concerned and its major characteristics�
�



A.2: Host country strategy:�
The host country plan or strategy for the subsector�
�



A.3: Prior or on-going 	assistance:�
What was the prior, or what is the On-going assistance directed to the same subsector?�
�



A.4: Institutional framework:�
Brief description of the institutional framefor subsector: work for development efforts in the subsector�
�
�


PROJECT JUSTIFICATION








B.1: Problems to be 	addressed by the 	project:�
Description of the problem to be addressed by the project, in the present situation or the pre-project' situation.�
�



B.2: Expected situation at 	the end of the 	project:�
Description of the expected situation at the end of the project, including if pertinent, discussion of whether the need for further UNDP assistance beyond the duration of the present project is envisaged (See part C-P.F.F.)�
�



B.3: Target beneficiaries:�
How and by whom the results of the project will be used.  Same as the definition for the project formulation framework: What particular group or groups is/are intended to benefit from the achievement of the project's objectives?�
�



�



B.4: Proposed strategy:�
Describe briefly the particular strategy of the project, and why it has been chosen over other possible strategies.  Refer here to the results of evaluations or other assessments which may have been made of other projects addressing the same problem.  If the strategy is technical or complex in nature, add an annex to the project document with a more detailed description of the methodology and/or technology chosen and why.�
�



B.5: Reasons assistance 	from UNDP/ 	executing agency.�
Describe the reasons for external executing Agency assistance from UNDP/executing agency.�
�



B.6: Special 	Considerations:�
Describe the special considerations, such as environmental issues, technical co-operation amongst developing countries, collaboration with non-governmental organizations, involvement with the private sector, etc. See part D, External factors and Negative impacts (Project formulation framework)�
�



B.7: Coordination 	arrangements:�
Describe the arrangements for coordinating this project with other efforts in the same subsector See part D, subsector linkage of Project Formulation Framework.�
�



B.8: Counterpart support 	capacity:�
Describe the capacity and commitment of the host government or institution to provide the inputs and support necessary for the project's successful operation and to sustain the results at the end of the project.�
�



�


DEVELOPMENT OBJECTIVE





C.1:	Development objective:


�Represents the achievement of a broader development goal at the sub-sectoral or sectoral level. (See point F.1 - Project Formulation Framework).


The goal is usually defined in host country plans; and normally requires a long-term approach.  It should bear an explicit relationship to the objectives of the country programme as well as to any national technical co-operation assessment programmes and this relationship should be described.


The development objective is thus a higher level goal hierarchically directly above the immediate objective, for the achievement of which the project is necessary.�


�
D.  IMMEDIATE OBJECTIVE(S), OUTPUTS AND ACTIVITIES


�





	Each immediate objective is to be stated as a separate sub-heading of the project document, with the specific outputs and activities related to it described under that sub-heading.  Please refer to sub-heading G. 'MAJOR ELEMENTS" of the Project Formulation Framework, to use the same matrix; as follows:





Immediate objective 1:	What specific effect is the project to achieve within its lifetime, or directly thereafter?  If the project is completed successfully, what improvements or changes. are expected in the group, organization or area toward which the project is directed?�
�
Indicator(s):	What evidence, or indications will demonstrate that the immediate objective has been achieved�
Success criteria:	Reference success value or status of the indicator(s)�
�
Outputs�
Activities�
Party responsible for the activity�
�
1.1	What kind and how many outputs will need to be produced with the inputs provided and activities undertaken in order that the immediate objective might be achieved?�
1.1.1 What activities need to be undertaken in order�1.1.2 to produce the desired outputs�1.1.3�1.1.4�
Who will manage and supervise these activities?�
�
1.2�
1.2.1


1.2.2�
�
�



Some additional considerations:





D.1	Immediate Objective(s):


�State what the project itself is expected to achieve.  This should be defined in terms of the specific change in behaviour, status or condition which the project is intended to bring about.


If the assistance of the project is directly addressed to the target beneficiaries, then it is likely to be in response to a one-off need, the satisfaction of which will be the immediate objective. (Direct support).�





�



�If the assistance were to reach its target beneficiaries only indirectly, usually through a host country institution, then the immediate objective(s) will best be defined in terms of the creation or up-grading of capacity to satisfy the recurrent needs of the target beneficiaries on a sustained basis (Institution building).�


For either type of project, the objectives need to be REALISTIC (may reasonably be expected to be achieved within the limits of time, money and human resources of the project). They must also be stated in terms which allow MEASUREMENT or at least observation of their achievement. (Movement from the pre-project situation to the end-of-project status).�





D.2:	Outputs:


�Do the building blocks which, when put together, lead to the achievement of one or more of the immediate objectives?  They are the tangible "products" that the project itself should produce to achieve its immediate objective(s).  They represent the results of the tasks which must be completed in order to achieve these objective(s).





Outputs are to be described as concretely as possible and in verifiable terms.  If the type of project is 'direct support", the outputs are feasibility or pre-feasibility or other diagnostic studies, increased skills of a particular group, research results, technical or economic data, etc.





The majority of the UNDP projects fall into the “institution building” category.  Its outputs are likely to be cast in terms of the component parts of an operational system intended to produce the desired services or products.  It is important to distinguish between the achievements expected of the project, which is of fixed duration by nature, and those expected of the host country, institution or activity with which it is associated.  For example, while it will often be the host country institution's objective to perform certain services or produce certain goods in a sustained manner on its own, the project's objective would not be to produce such services or goods, but rather to upgrade the capacity of the institution from its present level to the level necessary for it to do so.





Every immediate objective must be supported by at least one Output.  It is likely that there will be more than one output for every objective.  Also it is possible that one output may support more than one immediate objective, in which case this should be indicated by a cross reference without duplicating the statement of the output (and its related activities and inputs) under each objective.�


�
D.3:	Activities:


�The activities flow directly from the outputs.  They consist of the substantive tasks to be carried out in the project.  They are goal-oriented in that they are tasks to be performed in order to produce a specified project output.  If the task is not geared to producing one of the outputs then it is not to be listed.  Thus, routine administrative tasks are not to be included.





Each output must be supported by at least one activity.  For each activity, also indicate to the extent possible its expected duration, the proposed starting point during the project life (month 1, month 2, etc.) whether it is dependent on the completion of other activities, and which party is responsible for carrying it out.





Some activities may contribute to more than one output, in which case this should be indicated by cross-reference.�





�


E.  INPUTS


E.1	Inputs:


�Are the 'raw materials' of the project in the form of equipment and supplies, personnel, or fellowships, etc.? They flow from the highest levels of the project element hierarchy, in that they are determined from an analysis of the tasks which need to be performed (activities) and their expected results (outputs)





The total inputs required are to be listed.  It should be determined which of the inputs can realistically be provided by the government and these are listed in the project document first Those inputs which can be provided by another source beside the government or the UNDP, if any, should be determined and listed second.  Finally the UNDP/executing agency inputs are determined and listed last.�





�



1.- INPUTS TO BE PROVIDED BY THE GOVERNMENT�
ACTIVITY TO WHICH�THE INPUTS RELATE�
�
Brief description which indicates not only the quantity by the type and quality of the input required.  Description sufficient to allow judgement of the appropriateness of the input to the project.�
When possible, list the inputs directly under activity to which they relate. Otherwise cross-referencing should be used.�
�
2.- INPUTS TO BE PROVIDED BY OTHER SOURCES (INDICATE THE SOURCES)�
�
�
IDEM�
IDEM�
�
3.- INPUTS FROM UNDP/ITU�
�
�
IDEM�
IDEM�
�






�NOTES: 1 - Detailed descriptions of inputs should be reserved for the annexes (Annexes to provide technical requirements for equipment, job descriptions for project posts and training programmes).





2 - The quantity and appropriateness of equipment must be given particular attention, keeping in mind the basic policy that UNDP does not provide project funds for capital assistance.  Specific justification must be provided any time the equipment component is 50% or more of the UNDP budget, or US$ 200,000; whichever is less (See section 30402).





3 - Special attention must be paid to the personnel component, keeping in mind the possibility of using short-term consultants, national expertise, UN volunteers, or the services of NG0s, TCDC schemes and other non-traditional sources.  The goal is to make available to the development process in the host country, human resources which would not otherwise be available (see section 30400).�


�
F.  RISKS


�F.1	RISKS:





SIGNIFICANT RISKS�
HOW AFFECT THE PROJECT�
MEASURES ENVISAGED TO�DEAL WITH�
�
List each significant risk which could arise in the course of implementation to seriously delay or prevent achievement of the outputs and objectives of the project.�It is not necessary to list every conceivable risk.�Rather focus only on those which have some probability of occurring.�
Describe how it could affect the project.�
Describe what measures are envisaged to deal with the risk, if and when it should arise.�
�



NOTES:





�USE THE HEADING J-RISKS OF THE PROJECT FORMULATION FRAMEWORK to identify the risks and then deal with the first category by adjustment to the initial project design.  This type of risk will thus presumably be reduced or eliminated through the use of the prior obligations section and through adjustments to other project elements or event the projects overall approach.


The result should be that ultimately only the second category of risks will be described in this part of the project document. this may prove important both for purposes of the appraisal of the project and its subsequent management.�





�TAKE INTO CONSIDERATION:


A - The risks can be place in two categories: 


Those which may be great as to call into question at the outset the viability of the project as proposed, and which would thus require a redesign of the project to find an approach which lowers or eliminates the risk 


(b) Those which may not, at the time of formulating the project, be great enough to require redesign of the project but which could grow with time to the point where they cause major disruption to the project and would require adjustment in its operation. (This are the risks to be listed in this part of the document).�


�



�TAKE INTO CONSIDERATION:





B - Do not list risk with a high probability of occurring because such risks, once identified in the formulation stage (Project Formulation Framework), should either be lowered or eliminated through changes in the design of the project prior to reaching the stage of writing the project document. (Example: Failure of the host country to provide the counterpart personnel should not be a project risk, because the design of the project needs to be adapted to that situation).





C - In identifying risks, it may be useful to start from the bottom of the project element hierarchy, and spell out the critical assumptions which may have been made in moving from each element to the next higher level.  Thus, having identified the inputs what critical assumptions are there in moving from inputs to activities?  Applying the same approach in moving from activities to outputs, from outputs to immediate objectives and even from immediate objectives to development objectives should be helpful in identifying the risks critical to the project.�





�


G.  PRIOR OBLIGATIONS AND PREREQUISITES


G.1	PRIOR OBLIGATIONS:





�List the actions to be undertaken by the Government prior to carrying out project activities.  In this point, list the prior obligations which are a precondition for UNDP assistance.


To identify this action, the following test may help: nifothe action were not undertaken prior to the start of the project, would implementation be significantly affected, even at the beginning?  If so, it should be considered a precondition for signature of the project document.�





IF PRIOR OBLIGATIONS ARE STIPULATED:


Insert the following standard paragraph:


�“The project document will be signed by UNDP and UNDP assistance to the project will be provided only if the prior obligations stipulated above have been met to UNDP's satisfaction”.�





�
G.2  PREREQUISITES:





�List those actions which, though necessary for efficient and effective project implementation, are not a precondition for UNDP assistance.


The same test may help to classify actions as prerequisites.  If the answer to the question mentioned above is that the fulfilment of the action is necessary to assure smooth implementation of the project, but is not necessary for commencing implementation, it is a prerequisite.�





IF PREREQUISITES ARE LISTED:


	Insert the following standard paragraph:





�“The project document will be signed by UNDP, and UNDP assistance to the project will be provided, subject to UNDP receiving satisfaction that the prerequisites listed above have been fulfilled or are likely to be fulfilled.  When anticipated fulfilment of one or more prerequisites fails to materialize, UNDP may, at its discretion, either suspend or terminate its assistance".�








�


H.  PROJECT REVIEWS, REPORTING AND EVALUATION


H.1	REVIEWS:


	Include the following paragraph:





�'The project will be subject to tripartite review (joint review representatives of the Government, ITU and UNDP) at least once every 12 months, the first such meeting to be held within the first 12 months of the start of full implementation.  The national project coordinator and/or senior project officer of the ITU shall prepare and submit to each tripartite review meeting a Project Performance Evaluation Report (PPER).  Additional PPERs may be requested, if necessary, during the project.�





NOTE: If an evaluation is foreseen, provision must be made for any Necessary evaluation mission or other expenses in the project budget, and may ,-not be reduced or eliminated except by the written agreement of all parties to the project document.








�
H.2  REPORTING:


	Include the following paragraph:





�"A project terminal report will be prepared for consideration at the terminal tripartite review meeting.  It shall be prepared in draft sufficiently in advance to allow review and technical clearance by the ITU at least four months prior to the terminal tripartite review'.�





Formal technical reports, if any, resulting from the activities of the project, should be specified under "outputs" and appropriate funds included in the budget for any necessary processing.


H.3	EVALUATION:


	Include the following paragraph:





�"The project shall be subject to evaluation months after the start of full implementation ( - months prior to the scheduled termination) ( - months following termination).  The organization, terms of reference and timing will be decided after consultation between the parties to the project document, plus any associated United Nations agency".�





�A time schedule of reviews, reports and evaluations is to be developed by the project's management and attached as Annex II.�





�


I.  LEGAL CONTEXT


I.1	LEGAL CONTEXT:


If the country has signed the 'UNDP standard basic Assistance Agreement (SBAA), use the following standard text:





�"This project document shall be the instrument referred to as such in Article 1 of the Standard Basic Assistance Agreement between the Government of (country) and the United Nations Development Programme, signed by the parties on (date).  The host country implementing Agency shall, for the purpose of the Standard Basic Assistance Agreement, refer to the government cooperating agency described in that Agreement".�





�
	If the country has not signed the SBAA, use the following standard text and ensure that the Standard Legal Text for non-SBAA countries is attached as an Annex to the project document (See Annex III):





�'This project document shall be the instrument envisaged in the supplemental Provisions to the Project Document, attached hereto.  The host country implementing agency shall, for the purpose of the Supplemental Provisions to the Project Document, refer to the government cooperating agency described in the Supplemental Provisions".�





	In order to promote flexibility in the implementation and management of UNDP projects, the addition of the following standard clause to all project documents is also suggested:





�"The following types of revision may be made to this project document with the signature of the UNDP Resident Representative only, provided he or she is assured that the other signatories of the project document have no objections to the proposed changes:





a)	Revisions in, or addition of, any of the annexes of the project document with the exception of the Standard Legal Text for non-SBAA countries which may not be altered and the agreement to which is a precondition for UNDP assistance. (This language is to be added in those cases where the host country has not signed the SBAA)





b)	Revisions which do not involve significant changes in the immediate objectives, outputs or activities of a project, but are caused by the rearrangement of inputs already agreed to or by -cost increase due to inflation.





c)	Mandatory annual revisions which rephase the delivery of agreed project inputs or increased expert or other costs due to inflation or take into account agency expenditure flexibility".�





�


J.  BUDGETS


J.1	BUDGETS





	This section needs to include the budgets for government contributions-in-kind, government counterpart cash contributions (GCCC) and UNDP and government or third party cost-sharing contributions. (See PPM-30305)


	The format for project budget covering government contributions in kind is:





�Project budget covering contribution in kind


(in local currency)





Country:�Project number:�Project title:





						Prior years


Total (1991 & before) 1992 1993, 1994 1995 1996


                                                            m/m       m/m (Amt.) m/m m/m m/m m/m m/m


                                                           (Amt.)                 (Amt.)(Amt.)(Amt.)(Amt.)(Amt.)





10	PROJECT PERSONNEL


National project director�	11.02	National project staff (full-time)�	11.03�	11.04�	11.05


19	Component total





30	TRAINING


Maintenance of trainees salaries





39	Component total





40	EQUIPMENT


41	Equipment�43	Premises





49	Component total





50	MISCELLANEOUS


51	Miscellaneous


�59	Component total





99	GRAND TOTAL�








�
 


	Project budget covering government counterpart contributions in CASH (GCCC).  (See PMM 30305)





The illustrative format is:





�Country:


Project number:


Project title:





                                                                      Total                1995             1996


                                              m/m    New pesos    m/m    New pesos   m/m    New pesos





40.	EQUIPMENT


41	Expendable equipment�42	Non-expendable equipment�43	Premises





50	MISCELLANEOUS


51	Operation & maintenance of equipment


52	Sundry


59	Component total





99    GRAND TOTAL





For deposit to


UNDP account:�











�
The format for the project budget covering UNDP contributions is presented as follows:





�Country:


Project number:


Project title:


                                                                     Prior years


                                                   Total (1991 & before)1992      1993   1994 1995 1996


                                                   m/m $       m/m    $   m/m $ m/m $ m/m $ m/m $ m/m $





10	PROJECT PERSONNEL


11.	International experts


	11.01�	11.02�	11.03�	11.49	subtotal experts�	11.50	consultants�	11.51�	11.52�	11.97	short-term consultants�	11.98	subtotal consultants�	11.99	Subtotal: experts/�	consultants





12	OPAS experts


	12.01�	12.02�	12.99	Subtotal OPAS





13	Administrative support ,Personnel


	13.01�	13.02�	13.99	Subtotal admin. Support





14	United Nations volunteers


	14.01�	14.02�	14.03�	14.99	Subtotal UNV





15	Duty travel





16	Mission costs





17	NPPP


	17.01�	17.02�	17.99 Subtotal NPPP





19 Personnel component total:


	Project budget with UNDP contributions (continuation):





�Prior years


                                                 Total (1986 & before)1992       1993   1994 1995 1996


                                                 m/m $       m/m     $   m/m $ m/m $ m/m $ m/m $ m/m $





20	SUB-CONTRACTS


	21.	Sub-contract X�	22.	Sub-contract Y�	23.	Sub-contract Z





29.	Component total





30	TRAINING


	31.	Fellowships�	31.01�	31.02�	31.03�	31.04





32.	Study tours/ group training


	32.01�	32.02�	33.	In-service training





39.	Component total





40	EQUIPMENT


	41.	Expendable equipment�	42.	Non-expendable equipment�	42.01�	42.02�	42.03�	43.	Premises


49.	Component total





50	MISCELLANEOUS


	51.	Operation & maintenance�	cost of equipment�	52.	Reporting cost�	53.	Sundries





59.	Component total





99.	UNDP & cost sharing (if any) Total:�


�



	Project budget with UNDP contributions (continuation):





�                                                              Prior years


                                                          Total (1991 & before)1992 1993 1994 1995 1996 


                                                              m/m $ m/m $ m/m $ m/m $ m/m $ m/m $ m/m $





100.  COST	SHARING


	101.	Government


�		cost sharing


	102. 	World Bank/�		Reg Bank�		Loans/grants





	103. 	Third-party�		cost sharing





	109. 	Cost sharing total





	999. 	NET UNDP TOTAL�		CONTRIBUTION�		(line 99 less�		line 109)�





�Note:


*Attention is called in the treatment of the following components:





Henceforth, an individual budget sub-line (starting BL 50) is to be used to identify, at least by topic, duration and estimated cost, each consultancy expected to last less than one month may be attributed to a single budget line for short-time consultancies, which are to be further broken down to specific sub-lines after the consultancy or consultancies take place. 





B) Each national project personnel post (BL 17) is to be identified by an individual post number and description, recorded on a separate budget sub-line, with the corresponding man-months and estimated cost.  





Likewise, the sub-contract component (BL 20) is henceforth to be broken down to show on individual sub-lines a brief designation of the services or equipment being provided, with corresponding costs.�





�



	As it may be difficult to provide these breakdowns accurately prior to the outset of the project activities, the allocation of funds among the sub-lines for consultants, national project personnel, and sub-contracts may be considered notional only.  The ITU will be allowed to reallocate funds among these sublines without the need for special project revisions as long as the total allocation to that category is not exceeded.  The changes can then be reflected in the next routine or extraordinary project revision which is made.  On this basis, the project document is to reflect the best estimate of how the funds for consultants, national project personnel and sub-contracts are to be used.





�


K.  ANNEXES


K.1	Work Plan





�A work plan is intended to show the timing of project activities and the parties responsible for them.  A detailed work plan, for use in the management of the project during implementation, should normally be prepared by the project management at the outset of project operations.  The project formulators should nevertheless attach a preliminary work plan to the project document prior to approval.  The preliminary work plan is to show the timing and interrelationships of the main project operations, including the assignment of experts and other key inputs.  Normally the preliminary work plan can be presented graphically, ranging from a simple bar chart for straightforward projects to critical path diagrams for complex projects involving interdependent elements.  A 'remarks' column and the identification of key events have proven to be useful refinements and are encouraged.  See section 30306 for further guidance on the preparation of the work plan.�





K.2	Schedule of protect reviews, reporting and evaluation





�This annex is to be drawn up by project management at the outset of project operations.  It will specify the timing of tripartite reviews and other reviews (such as a technical review) which are anticipated, as well as the periodic project performance evaluation reports, terminal reports, or other reports to be expected from the project management. (Please note that technical reports produced as outputs of the project are not to be identified here).  If an evaluation at a specific stage of the project's implementation is foreseen, indicate the appropriate timing.  Please refer further to chapter VI for more detailed instructions on monitoring, reporting and evaluation.�





�
K.3  Standard legal text for non-SBAA countries





�This annex is to be used only if the host Government has not signed the UNDP Standard Basic Assistance Agreement.  Please see section 30307 for the list of signatories of the SBAA and for the standard text to be used for this annex.  As noted in heading I, 'Legal context', above, in non-SBAA countries, agreement by the Government to the contents of this annex is a precondition for UNDP assistance.  Any request for changes in the text, or disagreement concerning this annex, raises policy issues which must be referred to UNDP headquarters.  Resident representatives are not authorized to negotiate modifications to this text on their own initiative.�


K.4	Training programme (required for projects with substantial and/or complex training components)





�In projects with substantial or complex training programmes, such an annex is essential in foreseeing the arrangements necessary for the identification or development of appropriate courses, the selection and placement of trainees and fellows, etc., a process which normally takes six months or more.  There is no fixed format for this annex, which may be drawn up at whatever level of detail or sophistication the project requires.  It should normally include the training objectives towards which the training is to be geared.�


K.5	Equipment requirements (required for projects with substantial and/or complex equipment components).





�The purpose of this annex is to facilitate procurement of major items of technical or otherwise complex equipment without unduly burdening the body of the project document.  The contents are self-explanatory.  If it is not possible to provide an equipment list with specifications at the time the project document is drawn up, the project formulators should describe here how such a list and specifications are to be finalized and agreed on by project management.  This annex should also be of help in managing and monitoring project implementation.�


�
K.6	Job descriptions (required for projects with more than one international or national expert, or United Nations volunteer)





�The contents of this annex are likewise self-explanatory.  Job descriptions may be very important in helping to assess the optimum mix of project personnel inputs referred to in heading E, above, and in speeding up project personnel recruitment.  They likewise are useful tools for project management during implementation.  Terms of reference for consultants, as they are developed either at the beginning or during the course of project implementation, should likewise be attached as annexes to the project document.�


K.7	Framework for effective participation of national and international staff in the project (required for projects involving professional level project staff -from both the Government and the executing agency).





�1.	The role of this annex is to spell out the management arrangements in projects involving professional-level staff from both the host Government or institution and an executing agency.  Included should be a description of the organization of the work and lines of authority, which may be in the form of an organization chart; any specific management or oversight arrangements such as a steering committee; and a description of how enhanced competence and responsibility are to be transferred from the executing agency staff to the host Government or institution staff.





2.	If the project does not involve substantial personnel inputs, or if the professional personnel are all provided by the host Government or institution, the annex may not be needed.  Where there is a mix of categories of project personnel, and particularly where national professional project personnel have an important role, this annex will have increased importance.  In those circumstances, it may be critical to successful project operations.





3.	Normally the contents of this annex will be determined by the project leadership through mutual discussion and agreement at the outset of project operations.


Please refer to section 30308 for more detailed instructions.�
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