Chapter seven

Project control and management

7.1 Introduction

The importance of implementation phase of a project is not over emphasized because a nicely designed project may fail or the expected benefit may not be realized due to poor implementation. 

Implementation begins immediately after the final decision on the project and ends when it starts rendering the benefits envisaged. While in earlier stages of project planning there was more thinking and less action, in this stage more action and less thinking is needed. It is a point at which conclusions are reached and the decisions made are put into action. 

                                 7.2 Project Management
In order to accomplish the construction and supervision tasks of the project cycle good project management system is needed that can perform physical and financial performance analysis while the project is put into action.

Project management is a management discipline in which people work together for a common goal. It involves planning, organizing, staffing, directing and controlling the to achieve a specified objective of the project. The project team should prepare an implementation schedule and should work for it in order to put the project into action. This schedule also serves as a yardstick against which performance can be evaluated (controlling). It can be used to evaluate the physical process per time, cost and/or effort.

7.2.1 Project Planning
Projects involving few activities, resources, constraints and inter-relationships can be visualized easily by the human mind and planned informally. However, when a project become larger and complex, informal planning has to be substituted by formal planning. The need for formal planning is indeed much greater for project work than for normal operations. Without effective planning, there may be chaos.

Project planning serves several important functions. The major ones are:

1. It provides a basis for organizing the work on the project and allocating responsibilities to individuals.

2. It is a means of communication and coordination between all those involved in the project.

3. It induces people to look ahead.

4. It instills a sense of urgency and time consciousness

5. It establishes the basis for monitoring and control.

A comprehensive project planning covers the following activities.

· Planning the project work. The activities relating to the project must be spelt out in detail and they should be scheduled and sequenced properly.

· Planning the manpower and organization. The manpower required for the project must be estimated and the responsibility for carrying out the project work must be allocated.

· Planning the financial aspects of the project through budgeting.

· Planning the information system.

Project planning can be facilitated using planning tools/techniques. The two important tools of planning are the Gantt Chart and the network techniques. The Gantt Chart is a pictorial device in which the activities are represented by horizontal bars on the time axis. In network techniques, the activities, events and their inter-relationships are represented by a network diagram.

Most projects fail as a result of poor project management team and lack of coordination and poor monitoring activity of the team. One of the main task of project management team is to organize people and physical resources in a proper way. The team also should be transparent for both the management and operational workers of the project.

7.2.2 Project Control

No sooner is the project launched, control becomes the dominant concern of the project manager. Indeed, once the launch phase is over, planning and control become closely interviewed in an integrated managerial process.

Project control involves a regular comparison of performance against targets, a search for the causes and deviation, and a commitment to check adverse variances. It serves two major functions:

1. it ensures regular monitoring of performance, and

2. it motivates project personnel to strive to achieving project objectives.

Effective control is critical for the realization of project objectives. Yet, control of projects in practice tends to be ineffective. The basic reasons may be:

· Characteristics of the project: most of the projects are large, complex undertakings involving many organizations and people. This renders the task of control difficult.

· People problems such as lack of experience, training, competence and inclination to control projects.

· Poor control and information system: one of the factors which inhibits effective control is the poor quality of control and information system. The main weaknesses observed in the control and information system are:

· Delay in reporting performance

· Inappropriate level of detailness of the data

· Unreliable information. 

The project team also should perform monitoring and evaluation activities. They are briefly explained as follows:

1) Monitoring
Monitoring is a timely gathering of information on project inputs, outputs and complementary activities that record the progress of a project towards the achievement of its objectives.

Monitoring is not a one time activity rather it is done throughout the life of the project. It compares the actual outputs and inputs with the expected or planned levels of input to be used and output to be produced.

Monitoring result should alert project managers and policy makers to actual and potential implementation problems requiring connective action. It requires a simple, clearly and easily operational systems. Monitoring can be done through field visits and interviews. Regardless of the way it is going to be done, the whole purpose of monitoring system is to improve the effects of the project management team, while they are involved in putting the project to action as per the schedule.

In developing a system of monitoring, the following points should be taken into consideration:

a) it should focus sharply on the critical aspects of project implementation

b) it must lay more emphasis on physical milestones and not on financial targets

c) it must be kept relatively simple of made over-complicated, it may lead to redundant paper work end diversion of resources

d) it must be viewed that monitoring is not an end in itself rather as a means to implement the project successfully.

2) Evaluation/ Variance Analysis
 Evaluation is primarily concerned with comparing the actual project efforts and impacts against the established standard/plans in order to determine the variance. Mostly it is considered as a post action. But it can be considered as both ongoing and ex-post action of the project's control effort. The on going evaluation is done throughout the life of the project but the ex-post evaluation is an action taken at the final performance of the project. The ex-post analysis/evaluation is inadequate for project control because it is a backward looking rather than forward looking and it does not use the data effectively to provide integrated control. Ex-post/post audit action of a project control:

· provide a documented log of experience that may be valuable in improving future decision making

· enable the firm in identifying individual with superior abilities in planning and forecasting

· help in discovering systematic biases in judgment

· induce  healthy caution among project sponsors, and

· serve as a useful training ground for promising executives who need broader business experience and exposure.

Evaluation is mainly concerned with determining whether the planned benefits of the project have materialized and distributed to the beneficiaries of the project. Evaluation takes longer time than monitoring. Similarly, it also requires more specialist skills both from within and outside the project. 

7.2.3 Human Aspects of Project Management 
A satisfactory human relation system is essential for the successful execution of a project. Without such a system, the other systems of project management, however sound they many be by themselves, are not likely to work well. While technical problems can often be solved with additional investment of resources, people's problems may not be amenable to satisfactory solution in the short span of the project life.

To achieve satisfactory human relations in the project setting, the project manager must successfully handle problems and challenges relating to authority, orientation, motivation and group functioning. 

Individuals with a certain responsibility in the project should be given appropriate authority so that they can make a right decision and take action on a timely basis. A project manager also has to strengthen the managerial orientation of project personnel so that project goals and objectives can be effectively achieved within the constraints of time and budget.

The project manager functions within the boundaries of a socio-technical system. Most of the factors of this system – organizational structure, technical requirements, competencies of project personnel are more or less "given" for him. The principal behavioral factor which he can influence is the motivation of the project personnel. In order to succeed in motivating project personnel, the project manager must be a perceptive observer of human beings, must have the ability to appreciate the variable needs of human beings, must have skill in several styles of management suitable to different situations, and must be sensitive to the reactions of people so that he can act supportively rather than threateningly. 

In a large complex project, many persons drawn from different functions, departments, and organizations are involved. This leads to formation of groups, formal and informal. This group should be effective; who are satisfied and committed and who strive for attainment of project objectives. 

        7.3 Pre – Requisite for Successful projects Implementations

Time and cost over runs are common in every country's is development projects. Due to such time and cost over-runs, projects tend to become uneconomical, resources are not available to support other projects, and economic development is adversely affected. What can be done to minimize this problem and thereby improve the prospects of successful completion of projects? While a lot of things can be done to achieve their goal, the more important ones appear to be as follows:

2. Adequate Formation

Often project formulation is deficient because of one or more of the following shortcomings:

· superficial field investigation

· poor assessment of input requirements

· omission of project linkages

· poor judgments because of lack of experience and expertise

· deliberate over estimation of benefits and under estimation of costs

· undue hurry to get started.

Therefore, managers must take care to avoid the above deficiencies sot that the appraisal and formulation of the project is thorough, adequate, and meaningful.

3. Sound project organization

A sound organization for implementing the project is critical to its success. The organization should give attention to the human side of the project, rewards and penalties should be related to performance and authority and responsibility should be equivalent.

4. Proper implementation planning

Once the investment decision is taken and often even while the formulation and appraisal are being done – it is necessary to do detailed implementation planning before commencing the actual implementation.

5. Advance action

When the project appears to be viable and desirable, advance action on the following activities may be initiated:

· acquisition of land

· securing essential clearances

· identifying technical collaborators/consultants 

· arranging for infrastructure facilities

· preliminary design and engineering, and 

· calling of tenders
6. Timely availability of funds

Once the project is approved, adequate funds must be made available to meet its requirements as per the plan of implementation – it would be highly desirable if funds are provided even before the final approval to initiate advance action.

7. Judicious equipment tendering and procurement

In order to avoid time and cost over runs it is important to place a tender and choose the right supplier of the necessary input of the project.

8. Better contract management

Since the substantial portion of a project is typically executed through contracts, the proper management of contracts is critical to the successful implementation of the project.

9. Effective monitoring

In order to keep a tab on the progress of the project, a system of monitoring must be established. This helps in:

· anticipating deviations from the implementation plan

· analyzing emerging problems

· taking connective action
7.4 Why Do Development projects Fail
In most developed countries the failure rate of projects out weigh those, which are successful. In most cases the following are the basic reasons for project failure.

1. Poor project planning and preparation

2. Delay in implementation

3. Cost and time over runs

4. Shortage of raw materials

5. Shortage of skilled manpower

6. Lack of coordination among different project implementers or executive agencies like electric power suppliers, road agencies, water and sewerage authority etc

7. Lack of community participation in project planning and implementation. Project initiators should see in the first place whether the project is demand – driven or not. Development projects must be "felt-need of the society" rather than a stranger to a particular community of the project area. Otherwise, the project will not achieve its intended purpose. In general, project to be successfully implemented, it should consider all social issues. 
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