PROJECT MANAGEMENT
The presentation of the core messages of Pope Francis from the different letters, Exhortations and encyclicals, aroused in us the desire to preserve the core message of the gospel of Christ. However, we know that this message is not something can be conserved in a material form. We, therefore, made an appeal and at the sametime inviting Rev. Fr. Shukrani Mbirigenda, PhD (Carmelite) to expand our repertoire on management. For us to profit us more in terms of management, it has to be approached from the perspective of Project Management.

He took us along the path of describing a “project”. It is a positive interference of human efforts to manage a problem. However, to effect a positive management of a project, there is need to have a proposal. And a proposal is the road map for the achievement of the project. In the case of project proposal, we have in mind a fundable proposal.

PROJECT OVERVIEW

     We start project scoping by defining a Project Overview Statement (POS).  –The POS defines the scope and the business rationale of the project. It is intended to communicate to all project personnel and stakeholders exactly what will be implemented and why. Not just why it is needed, but why it needs to be implemented in this way. Hence, a project proposal should be a detailed and directed manifestation of the project design. It is a means of presenting the project to outside world in a format that is immediately recognised and accepted.
WHAT IS A PROJECT PROPOSAL?

A project proposal is a detailed description of a series of activities aimed at solving a certain problem. The proposal should contain a detailed explanation of the:

• justification of the project;

• activities and implementation timeline;

• methodology; and

• human, material and financial resources required.

WHAT IS IT FOR?
It is a process designed for fund raising for a given project. For without direct project funding, most non-governmental organisations (NGOs) would not be able to accomplish their goals. Writing clear, thorough and targeted project proposals is very essential to an NGO’s success. Mastering the art of proposal writing requires a unified approach to project management.
MAIN TERMS IN A PROPOSAL
· Indicators — those elements of the project plan that translate the project’s purpose and results into measurable units (quantity or quality) and thus provide the basis for measuring the impact

·  Input — the investment of resources (human, material or financial) invested in the project

·  Output — the results achieved

·  Activity plan — a description of the flow, timeline and responsibilities for the project’s activities

·  Resource plan — a description of how the resources will be used in relation to the activities

· Gantt chart — a specific model for activity plans that illustrates how the activities interconnect

·  Income — the funds secured for the project’s implementation
A proposal should state timelines which are durations for each stage or entire project will be achieved.
TIMELINES
•Timelines for a schedule may follow either a calendar schedule, or a relative schedule –Calendar schedule is broken into absolute time intervals based on actual time (e.g. Jul. 2013) 

•May use a second or third calendar scale of larger intervals (quarters, years) 

•Calendar Year (CY) or Fiscal Year (FY) may be used 

-Relative schedule is measured from the start of the project, or 

-Some other key events, then uses time intervals counted from that event (e.g. Month 2 after budget received)

CRITERIA FOR A PROJECT
From the perspective of project management, any series of activities that go through the project cycle ARE projects. The project cycle consists of project phases. 
An organisation should already have a well-defined organisational strategy from which it can begin to assess relevant needs and opportunities in its field. The project phases then follow logically through design, financing, implementation and evaluation stages.

 It is also important to recognise that a project is not:
• past activities that are repeated in exactly the same way on a periodic basis;

• activities with no clearly defined goals;

• activities which can be repeated or transplanted anywhere at any moment; or

• ongoing (regular) organisational activities (e.g. board meetings).
PROJECT CIRCLE

Our facilitator went on to ‘tutor’ us that a project circle is constituted by these elements

a. Identification/Planning

b. Design/Formulation

c. Appraisal

d. Implementation

e. Evaluation

The project circle if effectively done brings out the components of the project. And they are:

· Situation Analysis

· Stakeholder Analysis and Engagement (Key stake holder is one most affected by the implementation of the project. Then, there is the Primary and Secondary Stakeholders).

· Problem Tree and Solution Tree

· Log-frame Analysis(L.G.A)

· Work plan

· Monitoring and Evaluation

· Budget ( Funding, and this will take care of 

CONTENT OF A PROJECT PROPOSAL
1) Problem/Opportunity

2) Project Goal

3) Project Objective

4) Success Criteria

5) Assumptions/Obstacles/Risks

6) Project Overview Statement/ Project Name/Project No./Project Manager

7) Prepared by:…./Date…./Approved by……/Date…….

From proposal then comes the next phase which is:
 WORK BREAKDOWN STRUCTURE
The role of the Work Breakdown Structure is to do a list which has

· Estimated Duration of Project

· Determined Resources

· Scheduled Work Inputs to Work Breakdown Structure. This aspect includes Project Organization Structure(P.O.S.)

DEPENDENCY IN TASKS

This ‘movement’ is to be aware of the dependency of the tasks involves in the project and they are expressed thus:

i. F.S. =when A as task finishes then B may start.

ii. F.F. =when A finishes, B may finish

iii. S.S.= when A Starts, B may start

iv. S.F.= when A starts, B may finish

For this ‘movement’ of dependency to effect a positive and valuable result there should be Control and Management.

CONTROL AND MANAGEMENT

· Management control but “Actions taken as a result of reports collected”.

· Purpose of management is to evaluate and make amends in areas of challenges. 

In control and management phase there is need to evaluate control vis a vis Risk.
Control versus Risk 

· Management Control is not the holding on to power and deciding to personal taste “Actions taken as a result of reports.” 

•Purpose of Management Controls
· To track progress
· To detect variance from plan
· To take corrective action 

Without good controls, a project may take longer timeline thus,
•Controls allow us to
· Track progress
· What has been accomplished?
· Detect variance 
· Have we departed from the plan? 

· Take corrective action –fix it!
Beside the concept of Control against Risk, there is also need to be aware of the concept of 

· Control and Risk 

•Controlling a project is closely linked to risk management
 –High Control –Low Risk –Low Control –High Risk 

•Need to minimize the risk that the project won’t finish successfully –Successfully generally means “on time and within budget” 

•To do so, you need measurements to help decide if the project is on track 

•If something’s wrong, you need to address what corrective action will be taken

These activities are to be managed by a team known as Team Management.
· Team Management is a group of professionals committed to achieving common objectives. 
The function of the Team management among others is to effect balancing of the control system
· Balancing the Control System 

•Too little control will increase project cost, because effort will be wasted. 

•Excessive Control Can Limit Creativity 

•Excessive Control Can Increase Reporting Overhead 

•Product quality will also be affected by amount of control over its development process.  There is a positive correlation between Control and Quality
Another function of management is 
· Progress Reporting System 

•Some form of progress reporting system needs to be established

•Want timely, complete, clear, and accurate status reported 

•Need something that isn’t burdensome and counterproductive 

•Avoid adding too much to overhead to create the status reports

•Results are readily available and easy to understand 

•Readily acceptable to senior management 

•Readily acceptable to the project team 

•Provides an effective early warning system 

•Warns of problems with time to fix them

· Five Types of Status Reports 

1. Current period reports –report status during the current reporting period, e.g. this week’s status 

2. Cumulative reports –report history of project from start to the present, or at least a significant amount of time. These are good for identifying trends 

3. Exception reports –are generated only when something is amiss. This summarizes what’s wrong, and indicates what action is needed to fix it. 

4. Stoplight reports –aren’t really a separate type of report. They add a simple red/yellow/green indicator of status –green is OK, yellow is a problem that needs fixing, and red means project is out of control 

5. Variance reports –tell how far the project is ahead of, or behind the plan 

           -Variances generally pertain to the schedule and/or costs, showing planned and actual values, and the difference between them

        -Present results from the current reporting period, and maybe one previous period 

  -May be tabular data, or graphic

· VARIANCES 

Variances are the difference between actual events and the project plan. 

•Positive variances are often good
 –They mean you are ahead of schedule or under budget             

 –But could mean the schedule has slipped, and little has been accomplished 

•Conversely, negative variances are generally bad –Behind schedule and/or over planned cost          –Rarely, can mean more work has been done than planned (not always bad) 

•Variance Report has three columns –The planned number –The actual number –The difference between the two numbers 

•Report can be numeric or graphical 

•Five Reasons to report on duration and cost variances –Catch deviations from the curve early –Dampen oscillation –Allow early corrective action –Determine weekly schedule variance –Determine weekly effort (person hours/days) variance

It is recommended that every proposal should have indicators for each component. Also, it is a reality that every proposal has CORE=GOAL, CAUSES=OBJECTIVE AND EFFECTS=BENEFITS. 
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Problem Tree & Solution Tree  
There are, often more than a cause to a problem and you may not be able to overcome all. So it is important to know if this will impact your project.

1. Settle on the core problem

2. Identify the causes and effects

3. Select the preferred intervention
Core Problem

Problem should be specific as possible and not vague

E.g.  Saving water inside the home 
               VS
      Saving water
Saving water will have too many causes that it will be difficult to develop any effective and meaningful project.
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Solution tree

A solution (also called objectives) tree is developed by reversing the negative statements that form the problem tree into positive ones. Eg. A cause (problem tree) such as “lack of knowledge” would become means such as “increased knowledge”.
Objective tree demonstrates the means-end relationship between objectives

[image: image3.emf]
Theory of change in project management is usually “A will lead to B and change C”. For  the theory of  change to be effective there is need for analysis.
SITUATION ANALYSIS
· Current situation

· Community needs

· Stakeholders

Remember, we must go change for “Nothing about us without us”. In other words, we must get seriously involve.
CHANGE SITUATION
1.Output (what is to be established)

2.Outcome (what has to be reduced)

3.Impact (what has changed)

4. Activities (what has to be done to prepare for the establishment of the output)
CHAIN RESULTS
1. Output

2. Outcome

3. Impact
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WHAT CAN BE MEASURED?
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INDICATORS

You will need indicators for each of the following:

1.Input

2.Activities

3.Outputs

4.Outcome

5.Impact

Effectiveness 

• Output 

• Outcome 

• Impact
When the indicators are reduced to the above indicators, then there is a successful achievement of a project. The other factor to consider is the Funder, for a greater part of the income shall come from there. Thus, in writing a proposal the interest of the funder must be considered.


         

	MONITORING
	EVALUATION /REVIEW
	IMPACT/ASSESSMENT

	What has been invested, done and produced and how we are supporting partners to achieve the objectives?
	What progress has the project made towards achieving its objectives
	What long-term, sustainable changes have occurred and how did our interventions contribute to these?


FUNDERS

•Align your proposal with funders’ vision and mission

•What are the objectives of the grant?

Project designs do not consider full context
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