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1.0 Introduction

Management is the execution of an assignment teaehesult which can be
quantitative or qualitative. Managementanc be defined as the planning,
organizing, directive and controling ofthe rare resources of knowledge,
people, information and technology to quantitaghathieve stated results

with economy, efficiency and effectiveness.
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2.0

3.0

Management can be further explained as process of organizing

and

mobilizing all human and material resources in dmcational system for the
purpose of achieving the identified objectivesha system.

Various concepts related to educationalanagement are fully discussed.
These include planning, organizing, staffin communication, controlling,
and decision making.

Objectives

By the end of this unit, you should be able to:

1. Define Educational Managemnent

2. Identify and explain the processes of educatioralaggement

3. Identify effective management strategies shatuld be employed to
achieve any educational goals.

4. State the enabling environment that will remalfdorm of ambiguity

from stated goals.
Definition of Educational Management

Educational management is conceptualized as tloeytlaed practice of the
organization and administration of existing eduwrzdi establishments and

systems. Paisey (1981) defines educdtiomanagement simply as the
particular process of relating resourcds objectives required in
organizations, which explicitly exist to proved edtion. It is essential for

you to employ effective management sfjigee in order to achieve any
educational goals. This includes the cultivatibemabling environment that

will remove all form of ambiguity from stated goasd expected functions

of individuals.

Exercises
1. What do you understand y educational management?
2. Briefly, identify, the concepts of educational mgeaent.
3. Enumerate some strategies that could be emplagedchieve any
educational goals.
N e of
4. O VVenvironment
U
N does one need
““to gultivate in
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3.1

3.2

Planning

Planning is the mapping out in broad outline wjwat need to do in an
organization and the methods to do those thingke mianagement process in

any type of organization or institution starts witlhnning.  Ukeje (1992)

explained that the identification of purpose angeolives and the setting

forth of the means of attaining thens planning and it is the work
institutional manager.

Due to the changing features in edooati modern educational planning

becomes imperative for any higher education. dbigar your university —
The National Open University or the Universal Bdstlucation with many
activities and huge resources, which calls for pobdinancial management.
Therefore, you must realize that planning is aiocooius process in the life
of any organization.

Exercises

1. What is meant by educational management?

2. Outline some of the process involved in educati@heahning.

3. Why do we need modern educational planning fordrgiducation?
4. Is planning a continuous process in tH#e of an

organization?
Defend your answer.

Organization

Organization brings together the activities neagstaachieve the objectives
of an institution and the facilities necessarytf@ performance of those
activities into efficient working relation to oneather.

It is well known that an ineffective structure wdlkad to chaos. So as soon

as the objectives are set, then the next thing asdanize the activities of the
organization. This will help in implementing thiaup to attain its objectives.
Organization takes fhe form of groupingctivities harmoniously and
assigning them to appropriate division or departsienThe process further

provides and allocates personnel, equipment, eoadsmaterials as well as

delegating authority to he managers. The matesiadsauthority delegate to

these managers should be commensurate with tispiomsibilities to enable

them to implement the programmes of th@rganization (Koonta and
Daniel 1976)
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3.3

3.3.1 Organization Requirement

Exercises

1. How do you define organization as a concept?

2. Give at least two reasons to support the reasononggnization as a
concept is important in any given structure.

3. As an educational manager, enumerate thecesses you would
employ in organizing your organization.

4. Do you consider delegation of authoritan important element
in
organization? Give one reason to support.

Staffing

Staffing involves manning the organizatiostructure through proper and
effective selection, appraisal and developmento$gnnel to fill the roles
designed into the structure.

Inan organization structure, staffing is ded intoline and staff. Line
position occurs where a senior post riesr greater responsibility and
authority than the post immediately below it. Heee in this modern time,
categorization of staff according to line and statbeing de-emphasised.

The basic requirements about staffing of orgaroratiare that of availability

of staff of various categories in sufficient nmoers and in the right mix.

Ukeje (1992) identified three main logical stepstaffing. These logical

steps are:

1. Development of suitable organizational plarwhich identifies
positions available for the future and disclosesribeds for talents.

2. Inventory and appraisal of existing angotential managerial
manpower, comparing this with needs.

3. Planning for the acquisition of futureneeded manpower by

either

developing available talent that appears to thitybo fill future

positions or by planning to acquire spemel from outside the
organization.

Z C O 2







3.5

Davar (1980) describes organization persbnirequirements by
recommending the following methods:

1. Annual estimates and vacancies should be determined

2. Determine long range of vacancies

3. Fix minimum man specification requirements and

4. Determine specific position estimates

Exercises

1. As head teacher/principal of a secondasghool, enumerate

considerations that would guide you in the staffiigour school.

2. What would you take into consideration in makingiyestimates of

the school requirements which you arepeeted to submit to the

manager/proprietors of your school?
Communication

Communication is the transfer of information andenrstanding from one
person to another person. Communication is a teyp process, so you need
to be a good listener. Communication is a wayasspng others ideas, facts,
thoughts and values. It is link of meaning ampagple so that they can
share what they feel and know. By using this l#jdgu can cross safely the
river of misunderstanding that sometimes sepagpgeple. Communication
involves two or more people, the sender and theivec. It is important to
understand that communications is what the receinderstands not what

the sender say.

The basic requirements for good communication lélp you assimilate this

process better:

1. You must have something to say, forinstang might wish to
interpret an educational policy on instie, give assignments
subordinates, initiate new programmes or stimutateeased effort to
work.

2 Clarify all your ideas on the subject before segkincommunicate to
others.

3. Be prepared, prior preparation requires full cdesation.

NOUN
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4 Briefly, clarification and relevance are essentagredient for sound

communication.

5. Develop a natural style of delivering your commauaticn language

wherever possible.

6. You must check continuously whether your messalfgéfiatruction

has been properly understood.

7 Since communication is a two-way process, it iseseary for you to

be a good listener too, so seek to be understddigeatime and also
to understand from this discussion so far, you sek how important
communication is.

3.4.1 Management Communication

Management communication deserves equal emphdsis. effort should just
be directed toward employees alone but to managesaeally.

Communication within the management group called management
communication of intra management commuitna This level of
communication must be emphasized becalse is the pre-requisite to
communication with employees.

According to Davies (1951), it is essential for eatipnal managers to make
sound decisions because of the following reasons:

1. Managers tend to be isolated from the point ofggerince. They
can serve as competent decision centers only texteat that they
develop suitable information process. Many ofgbearces are within
the management group.

2. The scope of managerial|finfluence typically is ¢gethan that of
wotkers and inadequate informationto-managersatfact a broad
ROVOST

area of performance because their span of supenvadgfects many

people and activities.

3 The links in the communication chJin are from|tofottom from
bottom to top (Vertical) are in the management gréor example:

DEANS

HEADS OFE DEPARTMENTS

NOUN




LECTURERS



1 links

3.5

3 links

Fig. 1.1 Links in communication chain

Figure 1.1 shows how a communication chain fronermployee (lecturer) to
the employer (Provost) has three managerial limksaaly one employee

links and since each link affords an equal oppatyuor loss of information
content, the greater proportion of loss tends twitlin management when

the communication chain is long.

Exercises

1. How will you improve management commutic@@ in your
institution?

2. With the aid of diagram, describe the communicatibain of your
institution.

Controlling

3.5.1 Concept of Controlling

Controlling is an important regulatory device ofanizational activities that
keep targeted elements of performance to remaklnimatcceptable limits.
This process is called controlling.

According to Griffin, (1997), without relg@tion, organizations have no
indication of how well they perform in relation ttoeir goals. It is important
to know, however, that any control process hasthesic steps, namely:

coZz






1. Setting standards to achieve at strategic points

2. Checking and reporting on performance and

3. Taking corrective action (Musaaz) (1982)

3.5.2 Types of Managerial Control

3.5.3

Three types of managerial control wilbe discussed in this

The
preliminary concurrent and feedback control

The preliminary control focuses on preventing deeres in the quality and
quantity of resources needed in an organizatioAs you know it, human
resources must meet acceptable levels afality and be available at
proper time and place with adequate supply of @adtequipment should be

ensured and financial resources must heailable concurrent control,

the

monitors on-going operations to ensure thabjectives are pursued. The

standards guiding on-going  activity are derivehf job descriptions and
from policies resulting from planning function. i$hs implemented by the
supervisory activities of educational managerseteignine whether the work
of others is preceding in the manner defined bycps and procedures.

Feedback control is the type of management cotitedlwe are going to

consider. It focuses on end results.Corrective action is directed

improving either the resource acquisition proceshe actual operations.

Principles of Controlling

Ukeje (1992) further enlightens our minds on cdrfroction by identifying
five principles of controlling. These are:

Effective control should be based on clearly definbjectives.
The measurement techniques must be valid and ieliab

The control function must be continuous and infaramatimely so that flaws
are discovered and corrected in time.

Good controls follow organizational linesand responsibility
strategically placed in various production unitsgti of unit/departments)

5. Control reports supply information necessarycfmrective action, so that

_they must be distributed to the operation unitgitmle their action

NOUN
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Exercises
1. Describe what issues are involved in control preess
2. Identify five principles of controlling.

Three types of managerial control will be discussetthis unit. The

3.6 Directing

Directing can be seen as leadership or commandectdig means making
things happen through other people.

In educational institutions like any organizatitwe thief executive must give

directives on the daily activities ofhet segments. You will agree that
leadership is a very crucial aspect of managemerduse it is the process of

influencing the activities and behaviour of an indual or a group in efforts

geared towards goal achievement in avergi situation. You can see
leadership as concerned with the impldatem of those policies and
decisions which assist in directing the activibésin organization towards its

specific goals. (Musaazi 1982). Looking at thdsefinitions of leadership

you can view directing as the interpersonal aspectanagement by which

subordinates are led to understand and given aputytto contribute to the

attainment of organizations objectives in an effecand efficient manner.

Therefore, in directing, the manager or administratovides an enabling

environment that will bring out the subordinatestiatives. In addition, as a

good educational manager, a lot of considerati@m®uld be given to the

psychology of the led (subordinates). heT interest of the
manager/administrator is to bring out the beshendubordinates.

3.7 Decision Making

Now, we come to the last concept in Educational &fgment. This concept
is known as Decision Making. Decision making carsben as a process of a
series of inter-related communication events legathrthe choice of position
on an issue or issues. Therefore, decision makiag information aspect of
management that informs on a conscious choice &miong as well refined
set of often competing alternatives.

The following types of decisions have been idesdifand discussed in an
earlier lecture:

NOUN 10
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1. Routine Decision

2. Adaptive Decision

3. Innovative/Opportunity Decision

4. Person/Individual Decision

5. Organisation Decision

Can you recall the explanation given othe various types
decisions

itemized above? Let us now review the steps ireabin decision making
process. These steps or the decision making maces

1. An identification of the problem.

2. A critical review of the existing situation.

3. A delineation of the scope of the problem.

4, A development of ways and means of solving the lprab

5. Weighing each alternative means of solving the lerobvery critical

together with the consequences thereof.

6. choosing the best means of solving the problems.

We should note that in Educational system or sethgre are many areas

that need decision making Some of these arehslmc Inadequate lecture

hall, student’s unrest, instructional materialsdéor laboratories, and so on.

Exercises

1. What aspect or area of the National Open Unitye®ystem do you think
needs decision making

Conclusion

In this unit of our lecture, we have seen how etlanal management is

relevant to the education enterprises, & an indispensable aspect of

educational institution in a society. = The vas@oncept discussed threw

NOUN
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5.0

6.0

further light to the need for a positive pragmaiitticational management in
our schools.

Summary

In this lecture, we are exposed to the theory otational management. The

various concepts related to Educationalanagement are identified and
discussed in detail.

In this vein, educational management ®&id to be a social process that
involves planning, organization, coordinating, ¢ohing, unifying formally

and informally organized groups, motivating anegrating ideas to achieve
organizational goals. Therefore, as a procesgatidmal management, from

the foregoing, begins with planning of goals anpeotives. Then strategies

are developed that will help in attaining and acimg the objectives. The

educational manager than has to coordinate theitaagiof the work force to

accomplish set goals through selectionpntrolling, organizing, staffing,
directing and decision-making.
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7.0 Tutor Marked Assignment

1. Define educational management
2. Discuss the processes of educational management.
UNIT 2
NOUN
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1.0Introduction

In this unit you are going to learn about some négplres that will help you in
project management. Network analysis methodspikgramme evaluation

NOUN
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and Review Technique are essentially to aid managem the planning and
control of project involving specific start-timesdaend times.

Another technique is management by objective (NMBOich emphasizes
participatively set goals that are tangible valife and measurable and this
technique help the manager to make goal settincpopeal.

Other technique is planning programming budgetiggesn (PPBS) which
identifies alternative course of action intendedet the objective in an

internal  way. Also another similar teiue but basically for education

programmes in planning programming and budgetiregdincational system
iIs PPBES. This technique aids in the formulatibalternative programmes
by identifying resources requirements and throungt ibring accountability
for programme results.

2.0 Objectives

At the end of this unit, you should be able to:

1. Describe the network analysis

2. Explain the different terms peculiar to it.

3. Discuss the programees evaluation review technique

4, Analyse the planning, programming, budgetineducation system

(PPBS) technique.
5. Describe management by objectives (MBO) in practice
3.0 Network Analysis

Network analysis is the generic term for severajgmt planning methods, of
which the two most well known are PFER(Programme Evaluation
Review Technique) and CPM (Critical PatMethod). Network are
essentially a technique to aid management in twenghg and control of

project. In general, the network analysis caafygied advantageously to

those projects involving specific star-times and-emes. Networking is
particularly useful where a large number of intlate tasks are to be carried

out, any of which may occur simultaneously.

3.0.1 Key Terms Construction Network

NOUN 15




1. Activities: It is defined as any element of thejpct, operating or
task which consumers resources and which mustrbedaut to
completed project.

2. Events: This represents the intersection of aatwit It is found at the
beginning or at end of an activity e.g. A-O-B dedlby (zero)

3. Critical Path: This is the longest path or routéhe entire network.
4. Slacks or Float: This is a number of period byckhan activity can
be delayed without affecting completionargets. It measures

allowable delays in the execution of activities.
3.0.2 Rules of Construction Network

These rules are for you to abide with:

1. Activities lines never cross one another
2. Activities lines start from left to right

3. Loops are not allowed

4. Doted lines are permitted

5. Every activites must have one progegd or “tail” events and

one
succeeding (subsiding) or “head” events.

6. Identify and specify all required events of the\atées of the first
stage.

7. Determine the precedent requirement.

8. Specify time estimate for each activity

9. Finally you determine the critical path.

3.0.3 Programme Evaluation and Review Technique PB

PERT is a time-event network analysis system in efhihe various events
is a programme or projects are identified, with tpé&anned time for each,

and are placed in a network showing the relationghiof each event to

other events: from the sequence of interrelatedy¢he path of those

NOUN
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3.04

3.0.5

events in which there is less ‘slack’ time in terragplanned completion is
the ‘critical path’.

PERT/TIME — System deal only with time

PERT/COST - Systems introduce costs &ach event and are
combined with elapsed time of each event or seokesvents.

Programme Evaluation and Review Technique PB

How does Programme Evaluation and Review Techniadié’lanning and
control that enables managers to see that they hprablems in such areas
as costs or on-time delivery unless they take actamediately. Budgeting
and PERT have been devised in recent years resgltmbetter control
particularly of research and development projects.

What you will realize is that PERT was developedthg special project
office of the Navy and first formally applied to éhplanning and control of
the polaris weapon system in 1958 and worked weklxperiencing the
successful completion of that programme. For a nber of years it was so
enthusiastically received by the armed serviced thhecame virtually a
required tool for major contributors and subcontréars in the armament
and space industry.

Exercise

Find out if PERT is still very much in use in deferand suggest reasons for
the usage.

You must realize that its network fundamentalsadirstill essential tools of
planning and control, which is one of the reasohg we are still discussing
PERT. Itis used extensively in construction aegring, tooling projects
today.

Features of PERT

PERT is a variation of milestone budgeting. ksia time-event network
analysis. This very simple example illustratese basic nature of PERT.
Each circle represents an “event” — a subsidiaam pthose completion can
be measured at a given time. Pause, and taksealdok at the diagram, the
arrow represents an activity — the time — consurelegient of a programme,
the effort that must be made between events, ‘iactime” is the elapsed
time required to accomplish an event.

NOUN
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In the PERT programme, you have three time estimi@pdimistic” time, an
estimate of time required if everything goes exiosatly well, “most likely”

time, an estimate of what the project engineerlndelieves necessary to do

the job; and “pessimistic” time, and estimate basethe assumption that

any logically conceivable bad luck — other thanagandisaster — will be
encountered. These estimates are often includB&Ril because it is very
difficult in many engineering and developmentaljpcts to estimate time
accurately. Also, it is believed that engineert ma willing to kake a variety

of estimates and will do their levebest tobeat the pessimistic estimate.
When several estimates are made, you will usuallyage them with special
weight given to the most likely estimate, and akarestimate is then used.

@ t >© 5
AN 5
4 /
° 2 / 6

Fig. 2.1 The Ciritical Path

The critical path is shown by heavy line in figl 2stimate have been written

in to indicate in weeks the duration of each agtj\uwut this time there is

more than one possible path to completion. In thetrre are three routes, one

of which flows through the dotted arrow or “dummactively. Dommies

usually have no time duration and doot represent actual work rather
according to Locle (1968) they denote Imme of dependence between
activities, so that in this particular example, st@rt of activity 3 to 6 could

not take place before completion of both eventsd4 The overall project

duration can be calculated. This yocan do by adding all the
actively

duration estimate from left to right.  In someag$owever, thereis a

choice to be made, depending upon which pat isvied.

In this simple network, duration estimates havenka®alysed to highlight the
critical path, shown by the heavy lines. 1 — 4 @rd6 are both critical paths.
—____The critical path IS the Sequence of events wiags thefongesttime and

which involves, the least time lag. Although, tngical path has a way 0f
changing, as the events are delayed other parts @t—the programme
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3.0.6

identifying it at all times makes possible closdahing of this particular
sequence of events to ensure that the total prageawill be on schedule.

It is important for us to know that the typical PERnalyses may run into
hundreds of thousands of events. Even thougthlenPERT analyses —
including the input of event accomplishment andftequency circulation of
artificial part can be done manually, it is estied that when upward of
approximately 831 events are involved, it is viltyuampossible to handle the
calculations without an electronic computer.

It is customary to summarize very large and complag-event networks by
sub-networks and to prepare the summarized netfwotkp management
consideration. Thus, the top management netwogktmnclude some forty
or fifty major events, each a summary of a numhsrsubsidiary events.
Infact it is possible for us to group to break doswents so as to have a
PERT network approximate to every level of managegme

Strengths and Limitations

We are now going to consider both the limitatiod atrength  of PERT
technigue. There are five strong advantages df Per

1. Forces managers to plan, because it is impossibiteake a time-
event analysis without planning and sgeirhow the pieces fit
together.

2. It forces planning all down the linepecause each subordinate

manager must plan the event for which he or shesigsonsible.

3. It concentrates attention on crucial elatm that may need
correction.
4. It makes possible a kind of feed forward contradetay will affect

succeeding events, and possibly the whole projetess the manager
can some how make up the time by shortening thebwie action in
the future.

5. The network system with its subsystems make passibh of reports
and pressure for action at the right spot and levde organization
structure at the right time.

Just as we derive some advantages in using PERIE@a@o we observe
limitations. Because of the importance of acjivitne to its operation, it
cannot be useful when a programme is nebulous eincasonable. PERT is

NOUN
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also not practicable for routing planning of requgrevents, such as mass
production, while it could be used here, once atiépe sequence of events

is clearly involved out, so elaborate a continuwogtrol is not required. A
major disadvantage of PERT has been its emphagimeronly. While this

is suitable for programmes where time is of theess or where, as so often

is the case, time and costs have a direct rekdiipn the tool is more useful
when considerations other than time are introduced.

Exercise 2.1
1. Define critical path, events, slack
2. Explain at least 6 rules of construction network

3. What are the features of PERT

4. Discuss its weaknesses and strengths.
3.0.7 Historical Development

How relevant is the  historical developmerof CPM technique? The
historical development of CPM techniques was deeldoy the American

Chemical Company — Du pont de Nemours. The oljeetias to control the

work required for an overhaul of a large chemidahp Overall cost were

important, and the plans were designed to minirtiizen. By reducing the

time of the various critical tasks i.e. tasks, whdsration directly affected

the total — project evaluation — extra costs, imgeof resources of men,

materials and/or machinery, had to be incurred.

3.0.8 Advantages of Network Analysis

Let us consider some of he advantages of netwalk/sis such as:

1. It provides a means of communication tween the various
departments involved in a project and at the same, tbetween he
senior managers and those who are implementing it.

2. It prescribes a discipline of thought to e appledore the projects
begin, so that actions are carefully evaluated ftioenoutset.

3. It permits careful appraisal of altermati method of completing
project, concentrating on tasks which are critioats achievement.

4. It permits clear definitions of responsibility

NOUN 20




5. It makes the collection of data and statisticsrenfd function within
an organization.

3.1 Planning — Programming Budgeting System (PPBS)

You have learn about PPBS as a technique and nsasitsgions focuses on it

as a tool best wused for starting thebjectives of education, identifying
alternative course of action intended tmeet the objectives, (including a
determination of costs and benefits associated eeti), and ranking the

various alternative choices (sometimes calledt&ys”) in terms of their

respective costs and benefits. Then choices aithenglternatives may be

made on a more rational basis, through whichpbissible to derive a budget

based on cost of achieving objectives.

Planning and budgeting go together, althougldly) the budget is often
made up before the planning has been accomplisi@dout another way, the
budgeting system seems often to be more importhan the planning: a

serious and often fatal flaw. Many operations aeakened by being driven

by money alone and the objectives and needs aie nta fit the money

available. However, the identified needshould come first then the
problems, then the detailed objectives and onlg the programming and
budgeting.

The utility of PPBS would seem to depend greatlytanvalidity of the
original objectives chosen for further study andleation. Other tools may
also be of assistance in the selection of methndsrseans.

3.2 The Concept of Planning Programming, Budgeting Eduation
System (PPBES)

PPBES is an integrated system devised to providhe information with

which to plan the prgrammes in educational insong. It is also a device

for making choices among the various ways of spegnithe limited funds to

attain the goals of institutions. It involves & gktechniques applied for the
management and evaluation of programmesd athe activities of an
organization through identification of objectivé3vvigho 1991).

The PPBES as a technique aid in the formulaticaitefnative programmes

by identifying resources requirement anbrings about accountability for
programme  results. Educational managerdentions are focused on
the

purpose or objectives of education, the programimés implemented with

NOUN
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their associated costs and the potentlogrammed results.

Therefore,
PPBES involves a cycle of planning that relates to:

1. The establishment of the objectives or the gollbeinstitution,

2. Determination of the alternative programmes thalatbe used to
attain these goals,

3. The determination of the financial cost of suchgpaosnmes,
4. Evaluating the results of the programmes and obgstand
5. Devising additional plans for improving the exigtiprogrammes so

as to attain the revised objectives.
3.2.1 Procedure of Designing PPBES

You can, there are procedures in apglyithe PPBES in

educational
institution, you should be able to:

1.

Z C O Zz2




activiti overall goals of
Specify the es the institution.
appropriate authorityshould
or body that would bde Collect data that are related to thgrogrammes already
presentiesigned.

responsible ed as N inf _ db h teria f uafi
for the development oid Such information could be on the criteria for paygme evaluation.

. compre
agiven programme. hensiv Assign monetary estimates to the various progranunebe basis of

State clearly e inputs and the related processes for the planreniggh

rogra
measurable Objecuv‘?ﬁmes Analyse the alternative programmes in relaion &pttojected cost —
of the educationalwhich effectiveness.  This aids in eliminatingr improving some of
projects  for when programme and in selecting the most beneficial anogne.
which money has to raple
spend. mentedhnalyse the new programme so as to determine hfegtefe they
could may be in attaining the goals of the institution.
Determine the foster

activities that are the .
related to the attainm

objectives and such ent of
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8. Select within the available resources the altevegirogrammes that
are most likely to enhance efficient and effecat@inment of the
predetermined goals.

9. Set the system or the budget into operation byyappkhe inputs and
the processes that have been determined.

10. Evaluate constantly the programmes being cemghted to see if
there is need for amendment or not.

11. Review the stated objectives. This could keaal contribution or a
modification of those objectives, and as a redulbhe continuous
evaluation.
12. Prepare alternative plans to obtain raore efficient and effective

means of achieving the goals and objectives oir$tigution or the
educational system.

You should note thatthe process of evaluatisn an integral part of the

PPBES. Such an analysis enables the managessetolly examine the

alternative course of action in relation to costd benefits, thereby arriving

at rational decisions. With the PPBES, both thenjtative tools of analysis

as discussed Ovwiggo, the Iinitiative andidgement of the planner are
applied. Itis also essential for adequate cotrbe exercised over the

programmes being implemented while progress regbdsld be frequently

made.

3.2.2 Possible Advantages and Disadvantage®f Applying the
PPBES to Educational Planning

The technigue enables the planners te blearer and more specifi

on
intended institutional objectives. It enabléise head of the institution to
determine the most appropriate projects propeffarough this, the attention

of the planner can be directed on more rewarditigiaes with the result

that the costs of and time for thexecution of the activites might be
minimized (Ovwigho 199).

The PPBES offers a good method for the presentafidata and estimate

procedures. It is likely to reducehet range of areas of judgement anc
provide a better insight into the essén alternative programmes in
the

institution.  Its systematic approach to the taSkudgeting could form an
adequate justification for educational budgetsthl makes it easier for
heads of institutions to defend their budgets drtdio enough funds for their
institutions to embark on more projects and othat heed attention.
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3.2.3 Possible  Advantages and Disadvantage®f Applying the

3.3

PPBES to Educational Planning

The specific knowledge of the PPBES approach, see@ated techniques
and the potential benefits to be derived from jigli@ation are not properly
known by many institutional administrations. Tdducational programmes
and policies of less developed countries are kabtiunstable to establish a
strong basis for projection.  This is due to ifgence on the activities of
planners which consequently affect projects.

It needs to be observed that it is difficult togmee educational objectives
into cost related terms. In view of the long pss®Es that should be followed
in applying the PPBES, this approach to budgesHrikely to waste time and
energy.

Exercise 2.2

1. Define PPBES

2. Explain the procedure of designing PPBES

3. Discuss the strengths and weaknesses of PPBES.
Management by Objective (MBO)

Meaning of MBO

We are going to study another technique this work MBO

called

Management By Objectives emphasizes participatgitove set goals that are

tangible, verifiable and measurable. It shouldare that MBO is a means

of using goals to motivate people rather than tarob them and that is why

no introduction of basic management concepts wbaldomplete without a

discussion of MBO. Its appeal undodbye lies in is emphasis on
converting overall organizational objectivento specific  objectives  for
organizational units and individual members MBO operationalises the
concept of objectives by devising a process by Wwblgjectiveness cascade

down through the organization.

3.3.1 Ingredients of MBO

NOUN

We are going to study four ingredients common toOfdogrammes. These
are goal specificity, participative decision makiag explicit time period and
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3.3.2

3.3.3

of expected accomplishment. It's not adequateexample, to merely state

a desire to cut costs, improve service, or incrgasdity, and such desires

have to be converted into tangible oiojes that can be measured and
evaluated (Robins 1999).

It is important for you to know thatthe objectives of MBO are not
unilaterally set by the boss and then assignedtordinates. MBO replaces

imposed goals with participatviely deteredn goals. The superior and
subordinates jointly on choosing the goals andeagesnt on how they will be

measured must be specified. You are aware thatagective has a specific

time period in which it is to be completed. Tygligdhe time period is three

months, six months and or a year. So as a maaagesubordinate, you

have specific objectives and stipulated time periodvhich to accomplish

them. We are now going to look intethe final ingredient in an MBO
programme which is feedback on perfor,rancMBO seeks to give
continuous feedback on progress toward goals. llydéais is accomplished

by giving on going feedback to individual o theyeaonitor and correct

their own actions.

MBO and Goals-Setting Theory

Goal-setting theory demonstrates that had goalstriesa higher level of

individual performance than do easy goals, thatiipéard goals results in

higher level of performance than do no goals abralhe generalized goal of

“do your best” and that feedback onne’s performance leads to higher
performance. Management By Objective directly aawe specific goals and

feedback. MBO implies, rather than @ipy states that goals must be
perceived as feasible. Constantly with goalisgttMBO would be most

effective when the goals are difficult enough tquieed the person to some

stretching.

The only area of disagreement between MBO and gastsng theory relates

to the issue of participation. MBO strongly adviesait, while goal setting

theory demonstrates that assigning goals to siraies frequently works

just as well. However, the major Hdneof participation is to induce
individuals to establish more difficult goals.

MBO in Practice
How widely used is MBO?
You will find MBO programme in many businesses,ltiteeare, education,

government and non-profit organizations, we allribat MBO'’s popularity
should not be construed to mean that it always sydHere are a number of

NOUN
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4.0

5.0

documented cases where MBO has been mepied but failed to meet

management’s expectations. This has shown ushibi are basic problems

underline  MBO’s basic components such asrealistic expectations
regarding result, lack of top-managemecbmmitment, and inability or
unwillingness by management to allocatewards bsed on goal
accomplishment. Nevertheless, M.B.O. provides marsawith the vehicle

for implementing goals-setting theory.

Exercise 2.3

1. Discuss the concept o MBO

2. Analyse the ingredients of MBO

3. What are the strengths and weaknesses of MBO atipea
Conclusion

In this unit, we have considered some techniquaisaite used in project
management. Among these are Network Analysis ndstHike programme
evaluation and Review Techniques, (PERT) critieat methods which are
essential to aid the management in the planninganttol of a project. As
we have seen, Management By Objective (MBO) emphasipatrticipatively
set goals that are tangible, verifiable and medeira The other techniques
like Planning Programming Budgeting Education SystEPBES) have been
thoroughly dealt with. To cap it all, the varicysplication and strengths of
these techniques have been established to aidojemming, controlling and
implementation of educational based project assigoeou.

Summary

You have learnt in this unit the various technigieg aid managers in the

project development and management. Ytiave learnt about Network
analysis which is the generic term for severalgmbplanning method such

as Programme Evaluation and Review Techniques (PBRJ Critical Path

Method (CPM). Both of the techniques as you Haaent are time-event

network analysis. The advantages and limitat@rieese techniques have

been explained. Also, in this unit uyohave learnt about Planning
Programming Budgeting Evaluation System (PPBEShe féchniques and in

the formulation of alternative programmethat will bring about the
achievement of objectives in project planning axeceation. You have leant

in this lesson too about other technique managemeabjectives (M.B.O.),

it directly advocate participatively onset goals.

NOUN
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PROJECT MANAGEMENT
INTRODUCTION

In this wunit you wil be exposed tahe definition of project,
project

management, Aspects of management, managentrequirements and
management techniques. The unit will also acquitwith the functional
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2.0

3.1

3.2

organizational theory of management andojept management in the

Nigerian society.
OBJECTIVES

At the end of the unit you should be able to:
® define project and project management

(i) discuss five characteristics of a management tam

(i) highlighting and discuss three aspects offecbmanagement
(iv)  state the meaning organization

v) discuss the issue of project management in Nigeria
DEFINITION OF PROJECT MANAGEMENT

For us to understand vividly the meaning of projeehagement, we shall
first of all state what project is. Thus, for owropurpose, a project is
embracing activity that involves investment in gital set up. The project
usually has specific location when its activities earried out and it also has

a tie limit within which the activities should berapleted.

From the above definition, the following can be #xamples of a project the
building of a house, a dam, a bridge, a hospitaloairport.

Therefore, a project is any enterprise that caidléetified in relation to its

specific location and the function that is beingleraken.

Having established the meaning of projet is now define project
management. Project management is a kind of sy$igihdepends on the

skills or different persons form different sectofshe system (e.g. ministries

and departments) in order to design and carrymetiBic projects. The skills
requirements brought together from variouwministries and departments
works as task force as an adhoc set up.

CHARACTERISTICS OF PROJECT MANAGEMENT TEAMS

In an attempt to understand further the nature@pt management you

should acquint yourself with the characterssti are a derivation from the
definition given above, though.

Thus, the following characteristic or ménts are identifiable in project
management a system.

NOUN
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3.3

I. groups are temporary; they disband at the ed gbrbject.

i. the members go back to their respective placesodft within the
organization or civil service.

ii. the organizational structure is called “matrix origation”.
2 the set up provides for flexibility in problem soiy.

V. it permits and gives opportunities to specializkiissand resources
which are drawn from across the civil service (Felj&tate, and
Local Government Area). These specializeskilled in the
labour constitutes a problem solving team and lise tesources in
the design, and implementation of the project.
From the above highlighted characteristics of projeanagement, we
can adduce that the management team constitute of:

i skilled human resources,

ii. materials,

iii. funds.

Characteristics of a management team managemanéasn work.

skilled

Pause, and recollect the processes o&nagement and you

will

discover that management involves putting thght peoplein the
right places.

So a management team must posses the ability to:

1. set the goals and objectives

2. diagnose problems of organization

3. propose alternative solution select theestb alternative

competencies different competencies and skills.

ASPECT OF PROJECT MANAGEMENT

Apart from the characteristics and elements ofgmonanagement, there is
also the aspects of project management which rtedas explicated. This is
expedient in order to have an overall overviewrojgct management. The
overview is a kind of evaluation in relation to thject being carried out.
The evaluation is necessary so as to:

i provide accountability of resource funds andenats

NOUN
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ii. to determine that went well and why, what went poand

why and how future efforts can improve on the eqrere
gained.

Evaluation is only successful when it is part aaccpl of the project design
and operation.
We can also identify forms of project evaluatidrede include.

On-going or built-in evaluation

This gives the advantage of detecting undesiraégations of plans,
analyzing and correcting actions it alsenable the managers
to

determine the success of projects and effectivenfgssactices can
subsequently be passed to other areas/parts pfdfect. However,

we should not confuse project monitoring with enadilon. This is
because information received form moni@rinpermits project
progress to be measured against somanngtll scale of
accomplishment.

On the other hand, evaluation draws from monitotongstablish why
things went the way they did and what can be doneprove.

Special evaluation:

This is non-recurring evaluation (with the exceptad audit) which is
taken during the implementation of a project. Pedbpét are external
to the project normally undertake this type of eaéibn. There are
two areas that are the concern of this type ofusatain:

(a) specified or operational area
(b) the entire project

Also, this kind of evaluation provides to:
(a) the extent to which the project has met its#jeobjectives

(b) whether there are better or more effective wayfspursing the
objectives?

Ex-post evaluation

It is carried out after the completiorof the project it

provides
information which will allow the project cycle tdosed. From the
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information gathered, the managers plan and impi¢wier projects
and programmers more effectively.

3.3.1 ORGANIZATIONAL ASPECT OF PROJECT MANAGEMENT

You will understand that the choice ofn organization to implement a
project, development of guidelines and procedusesxtecuting it are usually

critical factors to consider. Even when wyouwprojects are technically well
prepared they are not likely to run smoothly whesuificient attention has

been given to management and organizatiothese aspects should be
analyzed early in the project cycle at least atithe of project formulation.

This will make it possible for alternative arrangents to be looked into and

allow preparatory steps to be carried ost, that the project will not be
delayed.

In the process questions to be answer includedlt@nings:

(@ Wil the project be implemented by amxisting government
agency/government department?

(b)  Will it be implemented by a new agency?

(c) Will  non-government agent (Contractors, wéry organizations)
implement it ?

(d) What role will be the role of local people and grsun the project
area?

()  What role can local government organorati and official play

in
implementing and supporting the projects.

Therefore, organization is important in order toqarce desired results and
identify individual responsibilities, privileges @authority. The organization
should thus have:

1. Clear-cut requirements for the provision projegeobves.
2. mode operation,

3. human and material resources

4, feedback techniques

After this junction we shall point out the stepgalved in organizing for
project implementation:
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1. Establish of a project team.

2. Appointment of a project manager andov@on of human

and
material resources.

Project manager should work throughout the lif¢hefproject.

What is organizational structure? An organizatiatalcture defines how job

tasks are formally divided, grouped andoordinated. There are six key
elements that as a manager you need address when designing your
organization structure as it redacted to managewofesducation.

These are: work specialization, department aliatbain of command, span

of control, centralization and decentralizationd &mrmalization. All these

base on the following key questions — To what degre task subdivided

into separate jobs?

On what basis will jobs be group together? To witanindividuals and

groups report? How many individuals caa manager efficiency and
effectively directs? Where does decision makindpauty lie?

To what degree will there be rules and regulattordirect employees and

managers?

3.3.2 PROJECT MANAGEMENT REQUIREMENTS (Behavioural Aspect)
The project management requirements include thevioig
I. Everyone concerned must know what the project abalit.
i. Project manager should keep staff members inforaneidaware of
project objectives, proposed inputs and outputsvemat their role is

in making the project work.

. You should continually define nature of the problend how this can

be solved.

2 Members of the project team/committee as the nasdsashould be
assigned to task forces with areas of investigatioadministrative
action.

V. As a project manager, your responsibility incluthesestablishment

of relations with experts in research, administrattechnical fields
and other areas as appropriate.
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Vi. As a project manager you should be involved ingmrbformulation a
well as its implementation.

The above six points of consideratiorums up the behavioural aspect of
project management requirements.

3.3.2 ORGANIZATIONAL PROCESS ASPECT OF PROECT

3.4

MANAGEMENT

By organization process aspects of project managewe the choice of an

organization to implement the project otlgh certain guideline and
procedures for executing it. You shouldware that for project to run
smoothly, there is a need to be technically prapasawell a give sufficient

attention to management and organization.

The first step is to analyze  early in the prbjecycle i.e. during project

formulation. The advantage of this ishatt it will provide for alternative
arrangements and also allow for preparatory stepeing, so that the project

will not be delayed.

EXERCISES 3.1

1. State three aspects of project managemgou have noticed in a
project execution in your L,G.A

2. Imagine that you are a member of a task forceda,plesign and
implement a project, how will you coordinate youtiaties.

THE FUNCTIONAL ORGANIZATION OF GOVERNMENT

We can see that an organizational structure definesjob task are formally
divided, grouped and coordinated. The following gegstions must be put

into consideration when you are to assign orgdiuga structure vis-a-vis
education management. These are: To what degréleatasks subdivided

into separate jobs? On what basis will jobs be pgeduogether? To whom do
individual and group report? How many individuads@ manager efficiently

and effectively direct? To what degree will theeerbles and regulation to

direct employee and manager?

However, the basic organization of gowent is by ministries and
departments. The ministries themselves are €ilineg ministries” which

combine the formulation of policy in a functionaka with its execution, as

in health or education institution.

NOUN

34




There are also “service ministries” that rendevigses to other ministries as

work or justice. We also have “coording ministries” that work in
conjunction with others to achieve results sucthadMinistry of Economic

Development Planning. In the same way, “controllimgistries” Like the

ministry of finance or Establishment species asgishthe work of other

ministries.

However, whatever the various roles dhe ministries are together they
constitute the functional organization of governindihat is they are based

on their portfolio of responsibility and the slglpecialization of their staff or

officials.

While employees of similar skills and ccapational specialization are
grouped together in functional units and we asstimaee will be cooperation

among the groups and optimum deployment of resesureeet goals and

largest.

You will understand that there are adages in organizing functional
organizations but there are certain weakness péatlg in:

1. Responding to changing and complex situations

2. Emphasizing functional elements at the expenséseoivhole civil
service/organization.

3. Discovering collateral relationships

4. intribiting coordination

It is good to know that for our public bureaucrade foster development, we
must make efforts to shed the negative charadteristentified. A result —

oriented service should focus priority attentiondevelopment projects as

well as long-term continuity tasks.

Nevertheless, the control and implementatioof education policies and
programs in Nigeria are under the responsibilitiesoth federal and state
ministries of education as well as local governnsahtool board.

3.4.1 THE FEDERAL MINISTRY OF EDUCATION

The Federal minister of Education is the politieatl overhead of the Federal
Ministry of Education as it is applicable to otmeinistries. It is responsible
for the control direction and promotion of educatad the federal level with
his state ministers who is to assist in his resjites.
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Under them (minister and states minister) is thenp@ent secretary who is
chief executive and administrative head of the stigi He is concerned with

the administration and control of the ministry aallvas the coordinating of

its various activities and general direction ofippl

The federal ministry of education is divided intwf divisions each headed

by Director. These divisions are thevigion of Higher education, the
inspectorate division, the division for Educatiosafvices and the division

for Educational Administration and Policy.

The directors, which headed these Diwvisjo are all responsible to the
permanent secretary. All these divisionsave units headed by Assistant
Directors.

What are the basic function of various divisionshia federal ministry of

education?

The Federal Ministry of Education is majorly resgpite for:

(1) The determination of National policy on education.

(i) Co-ordinate of Education practice in Nigeria.

(i) Advisory services in respect to all dBv of education below
university.

(iv)  Planning and research on National Scale.

(v) Co-ordinate of non-formal education inchgli adult education,
vocational improvement.

(vi)  Co-ordinate of education services
(vii)  International cooperation in education

(viii) Co-ordination of national school ewmation and relevant teacher
examination, test, and evaluation.

(ix)  establishment of a central registry for teashe
EXERCISE 3.2
Highlight the functions of four divisions in thederal ministry of education

3.4.2 STAFF MINISTRIES OF EDUCATION
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In Nigeria, you must understand that organizatibstate ministries varies

from one state to another but a general types asityde recognized state

ministry of education is headed by eommissioner who like the federal
minister of education is the political and overtahad. Also below him is the
permanent secretary who is similarly the chief eige and administrative

head of the state ministry like federal ministry.

The permanent secretary is assisted by a deputgtagc

Each state ministries of education is subdivided s®ctions such as finance

and establishment, Administrative divisionplanning division, primary,
secondary, Technical and Teacher Education. Thesgoths are headed by

chief inspectors or Assistance secretaries. Thisidis are further division

into units and headed by either inspector or sedoication officers

Therefore, you must know that the wasio divisions have certain
responsibilities to perform but generallgpeaking the state ministries
education perform the following functions.

1. Policy, control and administration of edtion of primary
secondary education of primary and seapndeducation at
levels.

2. Planning, research and development of educatistatd level.

3. Provision of inspectorate service to improve anéhtai standards.

4. Co-ordination of the activities of schooBoard and /or

Education Authority.

5. Examinations, Particularly certification of primigrschool teachers,
testing and evaluation.

6. Establishment of state registry for teachers.

EXERCISE 3.3

Identify the functions of various divisions and dgments in the state

3.4.3 THE LOCAL GOVERNMENT SCHOOL BOARD

NOUN
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We should also understand that, in sons¢éates of the federation,
both

secondary and primary schools come under the dasfttbe local schools

board.

(1) To appoint, confirm appointments, promote, tranafet discipline
teachers in accordance with the ministry of Edacategulations.

(i) To keep confidential reports on teacher sinteauthority.

(i)  To maintain and establish new schools,

(iv)  To ensure that all premises of schools untdeauthority conform
with standards.

v) To Propose and submit estimate of needs of its area
(vi)  To conduct or assist in the conduct of theeegsh.
(vii)  To cater for the transportation of pupilsaond from school.

(viii) To fix salaries and other remunerations sabjto the regulations of
the ministry of education.

(ix)  To arrange for the inspection of schools unitkeauthority.

EXERCISE 3.4

1. To what extent do local school board perform thesic function, in
your area?

2. In what ways can organization of goweent enhance project
management?

3.5 USING PROJECT MANAGEMENT TECHNIQUE

As we all know there are environmental conditiotsolr may compel the
use of project management techniques these are amahyaried. And there
are no simple rules to follow, severajeneral criteria can be utilized or

applied.

3.5.1 MAGNITUDE OF THE EFFORT
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Project management is appropriate for adhoc urklegs concerned with a
simple specific and product e.g.

Project for a new technical school in one localegnment area (project

would include local authorities educatorsocial workers, architects,
surveyors, engineers, builders, educators, edutti equipment suppliers,
financial analyst and cost accounts.

3.5.2 UNFAMILIARITY

An undertaking is not a project unless it is somegd out of the ordinary,
different from a normal routing affairs within ocarious local government
departments ministries (e.g. resettlement or itiegasystem construction)

3.5.3 INTERRELATEDNESS

Another decisive criterion is the degree of indejgsam between the project
task and effort calls for many functionally sepadaactivities to be pulled
together.

EXERCISE 3.5

1. Itemize three project management techniqugsu have noticed

in
your organization

Which of these techniques is better and why?
3.6 PROJECT MANAGEMENT IN NIGERIA

You will discover that examples of faulty projecanagement and execution

are formed everywhere. Uncompleted government imgjgddue to lack of

funds, new schools without desks or teacher, halspiind health canters

without drug abound. These lapses occur becausellty project planning

and management. Success in project implementagipardis mainly on;

(@) good management and organization

(b) close alignment between projects particulaequirements and
facilities provided at the local level

You see that here in Nigeria, sometimgoing planning people
pre-

occupied with technical, economical andnaficially feasibility,
considerations relative to projects, s little afiteamis paid to the management

and institutional factors. Which mean a lot to th& balance and full-bodies
assessment.
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4.0

5.0

6.0

7.0

Analyze the major projects embarked upan your area by

government
agency in relation to the education management?

CONCLUSION

Having provided you with adequate information oaj@ct management in

this unit, you will notice that the issue has besgeived adequate attention

by government and specialist. This mean that fong ttime the area ha been

the preserve of technocrats, it is onlyergly that public administrators,
educators and managers have delve into it.

The concern in this area arouse because of thetaedidcate available
resources in order to meet societal demand.

This unit ha provided us with the essential elemeftand nature of project
management

SUMMARY

In this wunit we have define managementharacteristics of project
management, aspects of project managemant project management in
Nigeria. The application of this theory to the Nigesociety in terms of it

practicability in relation to the functional orgaation.
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Provide answers to the following

1. N Define project
O management
2. U
N Disciiss three

ts of project
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1.0 Introduction

In this unit we shall be studying about developnm@anning and education.

We can describe development planning as a conseféws on the part of

the government to influence , direct and in sonsesaven control changes

in the principal economic variables (i.e. consumptinvestment, savings,

exports and imports) of a nation over a periodroétin other to achieve a

pre-determined set of objectives. Acaogdi to  Anyanwu, Oyefusi and
Dimowo (1997), a development plan is document by the government
containing a review of government policies, theent national economic

conditions, a macro economic projection of the eomyn proposed public

expenditures, likely development in the privatetseof time etc.

2.0 Objectives
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3.0

3.0.1

3.0.2

3.0.3

At the end of this unit, you should be able to:

1. List the different plans with dates

2. Explain each development plan

3. Analyze the educational projects embarked upomduhose periods
4, Discuss briefly the features of the rolling plans

5. Advance reasons for the weaknesses in each plan

Type of Development Plans

We can classify development plan into three braddgories, short-range
plan, medium-range plans and perspectiee long-range plans. Let us
discuss these plans one after the other.

National Development Planning Before Indepemhce

In 1946, Nigeria introduced development plans agtevben 1946 — 1960, if

you still remember.the emphasis was on direct dgliof welfare. Then the

exercise took the form of compillatiorof shopping lists of the capital
requirement of government department amdencies. The development
programme at this period did not encompass all@oonactivities in the

country; rather it was pre-occupied with providimgcessary facilities for

effective  colonial administration. Theynciude the provision of
transportation system from the interior to the tadisics, schools, water and

electricity. There is not doubt that the 1946 5@ 8evelopment programme

neglected the Nigerian grassroots both at the lefv@écision making and
implementation. Can you remember any partant commission, which
affected educational development at independence?

National Development Plans After Independence

After the attainment of independence, themphasis shifted from welfare
delivery to economic growth. Perhaps, this wakierfced by the belief that

welfare and amenities can be augmented throughased economic growth.

There were four national development plans betvilé®&2 — 1985 and a 3-

year rolling plan from 1990-1998.

First Development Plan (1962 — 1968)

NOUN
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3.04

The first development plan focused on economic ldgveent. Decisions on
the use of resources to enhance production andegorprofitability marked

the supreme purpose of this plan. It envisagedatagxpenditure of =N=2.2
billion.  So much emphasis was placed on econgnuwth. Social and

regional development received only 24.4% of thepdal expenditure, while

the economic sector was allocated 67.8%.

Exercise 4.1
What are the elements of Ashby report?

The Ashby commission was put in place in 1960 tk lmto education at the
post school certificate and higher education lev€he Ashby report formed

the pillar upon which the education aepment in Nigeria’s first

development plan was built.  For example, thermenendations included:
the establishment of an examination body, the dodim, the appointment of
external examiners by al Nigerian Universities wiauld certify the quality

of work done by the students, the aldghment of ABU, Zaria

University of Lagos, Advanced Teacher Training €gls among others.

It is important to remember the political instatyilof the following year.

Due to the unsettle conditions, on going educatiprigects were stopped
abruptly as donor countries terminated or postpamoadracts. This situation
led to the termination of USAID-Sponsored Teachaudation project in the
north, the closure of University of Nigeria, Nsukkae UNESCO-Sponsored
Advanced Teachers College at Owerri and the Fedehadnced Teachers
Training College in Lagos.

Some of you might not have been born then buttieers, they will realize

that as the political conditions becamiacreasingly strained they
significant distortions in the original allocatiookdevelopment plans, which

are generally at the expense of such servicesuagon.

Second Development Plan (1970 — 1974)

The second development plan was launched aftanvhevar and it focused

on reconciliation, reconstruction, and rehabildati It aimed at creating a

just and egalitarian society and reducing inequatithe distribution income

and wealth. It sought to promote national autoncasocial justice. The
envisaged capital expenditure was =N=3Mllion. As at 1973
enrolment in primary school doubled. wdoer, average growth
educational investment was 6.8% during this Plaiogerecently a drop in
equality of education.
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3.0.4.

The phase of rehabilitation and reconstruction beggh the end of the civil
war in 1970. It marked the beginning of a new decavhich was significant
for a quick recovery from the setbackf the war. Intensive

government activities started leading to considerakpansion at all levels

and all types of educational institutions This period coincided with
beginning of the Second National Develeptn Plan (1970 - 1974),

period we are examining. In this period andtif@r very first time, the
national objectives were expressly stated as esitin:

1. A united, strong and self-reliant nation

2. A great and dynamic economy

3. A just and egalitarian society

4. a land of bright and full opportunities for alliziéens nd

5. A free and democratic nation.

federal

the
the

These objectives re outcomes of the 1969 curricidanference, which sees
education as a social service and aducated person as

investment. So, education became a priodncern of the

The Federal Military Government took education fribva concurrent list and
controlled both its establishment and funding fullfhey set up the National
University Commission (NUC) to coordinatdJniversity activities

funding.

1Third Develoment Plan (1975 — 1980)

What type of development will you envisage for thésiod of oil boom?

The revenue from oil was used to provide such #tiftectures and facilities

as road networks,, electricity, water supply, Heaéirvices, low cost housing,

among others. There was so much revenue avatiltzddieirect delivery of

welfare services was made possible matean ever before.
important for you to note that at this time, Nigeriforeign policy was geared

toward providing aid to the other developing costr  This plan did not
encourage private investment and its projects wet@rass root —oriented.

and

It

In fact, the level of agriculture andndustrial productivity dropped

significantly as a result of excessivdependence on contract

benefits.  This plan had an original expenditugtingate of =N=30 billon
later raised to =N=53.6 billion.

2Third National Develoment Plan (1975 — 1980)

and
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The Third National Development Plan (1975 1980) had the

following
objectives for the educational programme:

1. To expand facilities for education aimedt equalizing individual

access to education throughout the country.

2. To reform the content of general edocat to make it
responsive to the socio-economic needs of the cpunt

3. To consolidate and develop the nation’s systemgifdr education in
response to the economy’s manpower needs.

4. To streamline and strengthen the machineior educational
development in the country.

5. To rationalize the financing of education with awito making the
educational system more adequate and efficient.

6. To make an impact in the area of technological atio so as to
meet the growing needs of the economy.

Exercise 4.2

Do you think that the above objectives have beéieaed? Discuss your
answer with extensive illustrations and exemplifma

The Third National development Plan, in particwaas launched against the
background of buoyant financial resources, whicbedthe expectation of

the generality of the people. The loiwing educational development
programme were notable during the period.

1.

Z2CO0OZ

more



The development The

nal Universities and the
take over of the existing regional ones to makeeén.

of the concept establis

of Federal hment
Government  Unityn
Schools. 1975

The establishment ofof
the National Youth S€ven
Service Corp in 19732dditio

The introduction of Universal Primary Education

The publication of a National Policy on Educatiarlb77
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Given the experience of the Civil Warbetween 1967 and 1970,

the
overriding emphasis of the educational programnteénl970’s was unity,
national integration and increased access to eiducat

3.0.5 Third Fourth Develoment Plan (1981 — 1985)

The envisaged expenditure under this plavas =N=85 bhillion. The
expenditure with the Fourth Natioal Developmnt Ftas pointed to the need

for a change in the strategy for development plagim Nigeria. Targets of

the plan were hardly realized. Perhaps this wastd the decline in the

economic fortune of the country and nge in regime that occurred in
December, 1983. For instance the GDP growthergpected during this

period declined from 4.0% per annum to 2.9% peuenn The economy was

also saddled with inflation, unemploymenand rising external debt.
Government projects were abandoned andingli standard of Nigerians
started to decline.

Given the general experience of very dewi divergence between the
aspirations of past fixed medium termevalopment plans and actual
achievement, it became clear that it swaappropriate to put in place
development plans that are subject to periodiciesi As a result of this

realization, the military administration resortediie instrument of three year

rolling plans and 15-20 years perspective planning.

You will recall that in this period, the civiliarogernment was in control

until 3% December, 1983. During the civilianuler there was excessive
politicization of educational policies andorogramme. The following are
some of the features as reported by Tamuno (198Ble characterized the

educational development thus:

1. Deliberate disregard for the National Educatior@ldy, which was
replaced by the educational programme of the riyimigical parties
at Federal and State levels.

2. An unprecedented explosion of the educational systghin so short
a period from primary to university level includipgoliferation or
private Universities.
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measures were taken to control the
As soon as the educational growth and to share in thHsurden of funding with other
military took over ~ shareholders, voluntary agencies and private sector

power in 1983, there

was depolarization of
educational systems in
which some harsh
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3.0.6.

Four out of seven federal universities of technglagre merged with the

older ones. By the end of 1984, the number ofensities had gone down

from 32 in 1983 to 22 out of whicht6 were federal and 6 were state
universities.

During this period also, there was massive aid to primary education,
particularly in the area of teachers’ salaries. cdimts at Federal, State and
Local Government levels were established.

Exercise 4.3

Which regime, civilian or military, will you consider better in terms of
educational development between 1981 — 1985.

Rolling Plans (1990 — 1998)
The three year rolling plans were from 1990 — 1@0@e following manner:

1990 - 1992
1991 - 1993
1992 - 1994
1993 - 1995
1994 - 1996
1995 - 1997 and
1996 - 1998

The rolling plan had its root in the Structural Asiment Programme. Some

of the aims of the Rolling Plan were to discourtigebureaucratic controls

and place greater emphasis on market prices iewokigreater efficiency in

the allocation and distribution of scarce resourc€ne of the main purposes

was to ensure continuity in the impletadon of a perspective plan,
objective/project. And under this arramgat, the project that was not
fulfilled during the duration of a plan for exampias rolled into another

period.

1Features of the Rolling Plans
The features of the rolling plans including thet fdat:

1. The Rolling Plans was to take its rbep from the

Structural

Adjustment Programme, thus discouraging bureawccattrol and

placing greater emphasis on market prices achieving greater
efficiency in the allocation and distribution ofasce resources.

NOUN
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2. Enlargement of the role of the privateector in the operation of
economy.

3. In place of complex administrative control, Goveemhassumed a
regulatory role to promote a dynamic economic anenisure social
equity and proper development of a virile Nigerggmonomy in which
individuals and groups have equal oppuoties to develop their
talents a well as improve their welfare.

4. The rolling plans were expected to benplemented under
tight
economic conditions. Government is expected toracthe highest
priority to the rehabilitation and mainésmce of existing assets
especially in the areas of infrastructures andad@@rvices.

Cost recovery measures and subsidy reduction tedye pursued in
the provision of utilities and social servicestlise funds can be raised
to maintain and expand essential faesiti to enable more
people
6. benefit from such services.

The private sector is expected to play a dominaletin the economy
particularly in agricultural, manufacturing, traespand other service
industry.

Individual communities and corporate bodiesere expected to
undertake community sponsored developmenbje@s to augment
government effort; and

Monopoly powers were to be checked to the advarddgensumers.
Large monopolistic companies were to hegulated to improve
competition, efficiency of operations and privagetsr participation
(first National Rolling Plan 1990 — 1992, Vol. B-21).
Exercise 4.4.

What aspects of educational development are yebe tacorporated in the
Rolling Plans?

Main shortcomings of National Development Plan

The shortcomings of National Development Plans ftoenforgoing would
include the fact that:
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1. Nigerian Development Planning was charastdr by significant
revisions. For example, as indicated previouslg, Third Plan (1975
— 1980) had an original estimate expenditure of 3WNbillion which
was later revised to =N=53.6 billion;

2. Public investment was promoted at the expenseigdterinvestment.

For instance, public investment expendituiacreased fro =N=246

million in  1962-1968 to =N=818 millionin 1970-1974, =N=8.66
billion 1 1975-1980 and =N=70.5 billion in 1981-8% (Antony and
Douglas 1981:143)

3. The plan was most often distorted bynplanned expenditure.
Moreover, plan distortion was also attributabléntdequate project
preparation, shortage of executive capacity, missgament and lack
of accountability;

4, Government often failed to keep to schedules agktarbecause of
internal and external pressure;

5. The developments plans lack proper coordinationvegre full of
inconsistencies and discontinuities. The Nige&aa&perience since
the mid-seventies demonstrates the fragility ofeonomy that relies
of one sector.

The Perspective Planning and Rolling Plans

The decision to adopt the three-yearllingp plan and the 15-20

year
perspective planning model was informed by the gilieng instability of the

international oil market, the external bte burden and the vagaries of an
unstable exchange rate regime which made very difficult to forecast
resources over a long period (First National P8@0t1992 Vol. 1, 19).

There was also the need to harmonize the planhenbiudget as instruments
of economy management and to create a more flefdmeework than the
fixed term plans for tackling major problems thahfront the economy.

There was in addition, the compelling consideratibthe need to take stock
of on going projects, access their viability anchptete as many as possible
within the constraints of limited resources.

Exercise 4.5

How will you address the shortcomings of NationavBlopment Plans?.

NOUN
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Conclusions

Planning occupies a key place in economic actavitidt is important to plan
because our resources are limited while our negdsnation are unlimited.

It is through planning that sectors of economythyeir various allocations.
Education therefore competes for these scarce nesowith other sectors

like, health, agriculture, housing, transportatn, Throughout the different
national development plans, education has beerséocan even through a
greater allocation has always been expected. idJmethat the government of

the day can allocate more resources to educatitireinense that national
development has its root in education.

5.0 Summary
In this unit we have dealt with théNational Development Plans and
educational projects in each plan periodthe Colonial Welfare Plans
19546-1956, The First National Development Plan?19868, The Second
National Development Plan 1970 — 1974, The Thirtdadwal Development
Plan 1975-1980, The Fourth National Depelent Plan 1981-1985 and
Three-Year Rolling Plans of 1990-1992, 1991-199®211994, 1993-1995,
1994-1996, 1995-1997 and 1996-1998. Thmpact of ol boom on the
implementation of each plan as well as the changled political climate
from civiian to military regimes havebeen critical factors in the
implementation process. Finally, the shortcomioigthe implementations of
the plans have been described, some of which are:
1. Significant revision during implementation;
2. Promotion of public investment at the expense nfgbe investment;
3. Plans distortion by unplanned expenditures;
4. Lack of adherence to schedules and targets; and
5. Plans lacking consistency and continuity
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1. What are the main elements of the Ashby Report
2. Implementation is the bane of Education&evelopment
in

Nigeria. Discuss.
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1.0 INTRODUCTION
In this unit we will discuss the general overviefypojects. If you have gone
through the wunit outline, you will notethat projects are schemes which
require a lot of planning, execution, and post ekeaal monitoring. Projects
are the cutting copes of development. Yet in moahtries, the capacity to
prepare, and analyse projects lags. Masageven those in key planning
positions, continually under-estimate the time affdrt needed to prepare
suitable projects. Often projects are the firsharete portion of a larger, less
NOUN
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2.0

3.1

precisely identified progamme the wholerogpamme could, of course be
subjected to analysis as a single project, butnoylarge, it is better to keep

projects rather small, so as to make manageable. That is, close to a
minimum size for easier execution. Unless projactscarefully prepared in

substantial detail, inefficient or even wastefybemditure of money is almost

sure to result. This will be tragic loss in capghbrt nations.

OBJECTIVES

By the end of this unit, you should be able to:

Define a project.

Examine the nature of the project.
Discuss the scope of the project.
Describe the project management.

PN

CONCEPTUALIZATION OF A PROJECT

A project is seen primarily as a planning procebgiwuses one or more

scarce resources during a specific time for theqe of producing some

economic returns or output at a later date.

To Bieman and Smidth (1970) A project is a capitaéstment to develop

facilities to provide goods and services.

Little and Mirrless (1980) see a project as anyesah or part of a scheme,

for investing resources which can reasonable blyzathand evaluated as an

According to UNIDO Manual (1972) involvesthe utilization in the near
future of scarce or at least limited resourcefinttope of obtaining in return

some benefits over a long period.

Also, Kayode (1979) stated that the omgnt aspect of a project is not
whether it is action or physical goodswbrks — oriented, but rather the
investment in value and the benefits expected.

We can therefore define a project as a taskr@sseof tasks that has a

definable beginning and end, and requires the alipae of one or more

resources that must be completed in order to aehiey objective for which

it is instituted. It can be seen as an act of ehpivestment using (scarce)

resources to develop facilities for the provisiégood and services. In other

words, we are talking about the whole complex ¢ivéies involved in using

resources to gain benefits about all we can sagrgéy about a project is

that it is an activity on which we will spend mornieyexpectation of returns,

and which logically seems to lend ftseto planning, financing, and
implementation as a unit. It is specific activitjthva specific starting point,

and a specific ending point intended to accomgispecific boundary — and

say, “this is the project”. Normally, it is meashi@both in its major costs

and returns, have some clearly defined time spaddraquence of activities.

NOUN
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3.2

3.3

3.3.1

3.3.2

Some times, people become concerned that they tdafioe a “project”.
Don't be in practice, the definition works itselito

WHAT BRINGS ABOUT PROJECTS?

A project may be conceived by existing departmentsinistries, or they
may develop out of the process of preparing scobmemic plans at the
national, state and local government levels. Thay aiso be identified by
interest groups in authority. By and large, prgeuise out of the desire to
satisfy some societal felt need. You may want teutake a project based on
personal interest, its relevance to your fielthtérest, or to improve an
already existing scheme or programme in your ggdgcal or educational
sphere. However, the mere fact that the potentiakficiaries of a proposed
project are able to form an enthusiastic lobbytlerproject is in no sense a

justification for its being undertaken. atRer, this fact should be almost

irrelevant in cases where most of the costs aneeby the society at large.

NATURE OF PROJECTS

Projects constitute the centre piece of developmplamning, where policies
are formulated, and a number of these policies inattern translated into
specific programme of actions. The programmesatadr concretized into
a number of projects. There are several aspe@mojict preparation that
should be carefully considered in any project, tigionot all of them are
equally applicable to all projects. We should hogrezsonsider them. They
include:

The Technical Aspects

Here, we are concerned with the inputshd outputs of real goods
services. It is extremely important, and the projeomework must be tightly
enough defined to permit the technical analysisetprecise and thorough.

Managerial and Administrative Aspects

Management and administration are very difficulet@aluate, but they may

be the keys to the success or failuld a project. You must, therefore,
examine your ability to administer the concernelil/éig, and also the ability

to adopt, and manage new and upcomingforeseen issues. When
consider the managerial and administrative aspd@groject, not only are

we concerned that eventually managerial and adtratiige problems will be

over come, out we must also make realistic assegsshéow fast they will

be overcome, since the contribution of an investroéhow fast they will be
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3..3.3

3.3.4

3.35

3.4
3.4.1

overcome, since the contribution of an investmeraréating new wealth is
very sensitive to implementation.

Organizational Aspects

In this regard, we are concerned abotite relationship of the project
administration to other parts of governine Are the authority and
responsibility clearly linked? Are these ample [ig@mns to report up to date

information about how the project is progressingth@dit proper provision

of these organizational arrangements, even thedbesinistrator, or manager

is frustrated.

Commercial Aspect

This deals primarily with the revenue consideratbthe project. It includes
the arrangements fro the supply of funds for tipeiimecessary to ‘operate’
the project, and whether the project can beconaniially viable.

Economic Aspect

Here, we consider the ability of the project at Howontribute significantly

to the development of the economy as a whole, fathe icontribution of the
project is likely to be great enough to justify thee of the resources needed

Exercises:1.1

(1) Why do we consider different definitions of a pije
2 List the different aspects of a project and expéag two of them?

SCOPE OF PROJECTS
Project Cycle

The different steps involved in evaluating any pobjfrom its inception to

conclusion is called the project cycle. As its namplies, it is a continuous

process which runs though five main deey point beginning with
identification of the project, and ending with mt®nitoring and evaluation

even after implementation. In the project pipe,liméot of preparation is

essential which covers all the stepscemssary to being the project to an
established, feasible state. It is then ready fpraisal, where attempts at

providing information and analysing therojpct from vantage points are
done. We begin to consider the admmaiisie, technical and marketing
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feasibility, as well as the financial implicatiohtbe project. Usually, a level

of professionalism is employed to this end. Aftes, we usually set out

basic programme, allocate tasks and resourcesemtbwn the operational

form in  which functions should be cadi out, before implementing our
projects. Subsequent management is done how inwidimdand based on the

feed backs we get from time to time. .

3.4.2 Project Appraisals

All projects are not equally important in the sdiiedd, especially where
scarce resources are rife to this end, the amatfititee we spend in trying

to evaluate different projects vary considerabldsTs called appraisal and
can be done in stages. Each successive stage $luaddof a greater degree
of accuracy in the data we use. At the end of stalpe, it falls on us to make
the decision to either continue with, or abanda@ngioject without further
analysis. To make such a meaningful appraisalires) an assessment of
each of the financial economic and social aspeth@project. Usually, a
project goes through stages of appraisals befoeedives final approval

3.4.3 Pre-Feasibility and Feasibility Study

In pre feasibility studies, we refer to the firiempt to examine the overall

potential of the project. In this phase, the measoff variables which have

been clearly biased in one direction are more \ddudnan mean estimates of

variables which are only known with significant entainty. Therefore, in

pre-feasibility studies, we pay some attentionrtwvjgling estimates that tend

to bias downward the benefits of the project,|@&hproviding an upward

biased estimate of the costs. Wherever possitdeyridgr-feasibility studies

should utilize previous studies on the issues gstjan, and a review of the

specialized trade and technical journafsr information which would be
relevant to the appraisal of the project. After pteting all the modules of

the pre-feasibility study, a sensitivityanalysis must be performed on the
project to identify the key variables hish determine its outcome. The
feasibility stage improves the accuracy of the mezsof these variables.

Before this, however, bear it in mind that the podjmust have acceptable

indications of the potential for success. It ithéd stage that we make the

most important decision of whether to continue wathdiscard the project.

After this stage it should take the boldgstrsons to admit and stop the
project especially if sizeable resources have loeemmitted to it.

3.4.4 Implementation Project
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We can define this simply as carryinthe project into effect.

Project

implementation refers to the execution of the progetivities as contained in

the laid out plans. It occurs after the final ajgaband approval, and is the

tangible evidence collating all standardand objectives, resources, inter
organizational communication and enforcement gtwiand the disposition

of the executors or implementors of thproject. In implementation you
usually discover, or see graphically, the interfdajween the elements we

just mentioned, and the economic, social and palitonditions surrounding

your environment. The ultimate achievemetitere is performance, which
(initially affects all the other aspects of a pat)e

@e can represent this diagr
PohcAmdard and

objectiye Inte organl at|ona|
unicgon and
en em |1t ctivities

Characteristics

( ) N 2\

i

Policy resources

Performance

Economic, social and
political conditions

Fig: 5.1 A model of policy Implementations process

Successes in project implementation depends on gao@gement organization and
a close alignment between a projects particulairements.

3,4,5 Project Evaluation and provided Facilities

Here we are dealing with the systemateExamination or analysis of the
various aspects of proposed investment in orddetermine its viability. It

goals are to enable the decision making reacheg@med rational and

objective choice in resource allocation at theyestidges of the project, and

to compare costs and benefits in a meaningful andistent way, in order to
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3.4.6

3.4.7

benefits potential, and these costs must be ask@ralue reflecting the
view of the analyst, which in this case is progatdu. These costs and

benefits must be compared over time.atThis we need to give greater

precedence to costs and benefits which accrueeearliime, and discount to

those occurring later. It also involves our compauprojects to each other for

proper selection and implementation. Euédma draws from information
gained and examined why things went as they didl hanv future operations

can be improved.

Project Management

This is a system whereby the various skills’ reguents can be brought

together from ministries, universities, colleged departments in task forces

to design and carry out projects.

All around us are examples of faulty project mamaget. These lapses occur

because of faulty project planning and managenis@mples abound, such

Universal Primary Education (UPE) uncomgdet government buildings,
hospitals with out drugs, laboratories with littleno equipments, and so on.

Sometimes during planning, people get preoccupiédtechnical, economic

and financial feasibility considerations,elative to the project, the little
attention is paid to the management aimbtitutional factors all to the
detriment of the project. Techniques havgeen formulated for project
management, and these are usually utilized to depenhe nature of the

project. Project management is appropriate for edimalertakings concerned

with a simple specific end product, and for rasgegats, which are different

from the normal affair within that locality. Anothdecisive criterion for the

use of project managements technique tle degree of inter dependence
between the project tasks and effort — especitthei effort calls for many

functionally separated activities to be pulled tbge.

Feed Back

We have together observed the Herculean taskvedo in undertaking a
project. To keep in touch with the implemented nplaand to adequately
manage our project, it is therefore imperativeaweha feedback system. This
comprises fan informational avenue used to conlingéve us an update of
the progression of our project, it successes, &apsd interplay with already
existing factors. Combining the implementation ctetipn report and the
project’s impact evaluation, we can keep backspibgress. This system is
also useful for long term analysis and aversiofoafeable unfavourable
outcomes of this and other projects yet to be uaen.
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4.0

5.0

6.0

7.0

Exercises: 1.2

(1) What do vyou understand by the scopé @ project?
2 Construct the model of policy implementation pre&es

CONCLUSION

In this unit, you have learnt about the differeetinitions of a project which
printout to some factors we have to consider asamelude this unit. In the

definition of a project no one if such can encongpalkthe factors that have

been bearing on a project; As such one definitidhbs misleading. It will

therefore become useful to consider the projechfite ingredient than from

a definition.

Through these various definitions the jgub ingredients emerge such
investment of some resources, the size of the girdjee achievement of

some specific objectives, risk and uncertainty ewst / benefit or returns in

the projects, etc

SUMMARY

In this unit the nature and scope of a project lseen established through

the consideration of many useful definitions. Thtune of a project include

some aspects such as technical, managerial anaiathative, organizational
commercial and economic. Project cycleppraisals, pre-feasibility and
feasibility study, implementation, evaluationprovision of facilitates,
management and feedback constitute to the scop@rffoject irrespective of

the size of such a project.

FURTHER READINGS

(1) Epenyong B. D. (1993) Fundamentals of ojdet Analysis:
Integrated Approach (Heineman Educational bookgéhia PLC)
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(i) Kayode M. O. (19979) The Art of PrdjecEvaluation (lbadan

University Press)

(i)  Robbins S. P. (1999) Organization hAeiour: Concepts Control

Applications (Prentice Hall of India private limip
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(1)
(2)
®3)

Advance different reasons for the various defingiof a project

Mention the components or a project nature andescop
Describe the project management.
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1.0 INTRODUCTION

As you all know that project development in edumainstitution especially

tertiary level (University, Colleges of educatiamaPolytechnic) in Nigeria

is the responsibility of the benefactoinstitutions, the coordinating
commission of tertiary institution (NUC or NCCE NBTE respectively) and

the federal government. The three groups work tegedbr the attainment of

the project cycle. They do this through adaptatibwigorous planning and

resources allocation criteria.

From time to time different projects arenitiated based on needs. In the
discussion of project life cycle it is importantuydefine they cycle.
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Project cycle therefore is a continuous and susigicycle of activity u
evaluating a project and it runs through five diéiat stages.

se in

abandoned

2.0 OBJECTIVES
T the end of this unit, you should be able to:
1. Define project Cycle.
2. ldentify the five step in each of the terminoésy
3. Explain in details.
EXERCISE 2.1
Can you list some likely problems in any of theh@ginstitution from which
project can be initiated?
The range of project is wide and varied

3.1 PROJECT CYCLE
Project life cycle is often rendered in differesmtrhinologies, which are in
five stages. The first terminology describes progcles stage as project
definitions, planning and resources implementatiand-over and feedback,
another terminology is identification, paegtion, appraisal, design and
supervision and management. You must realised hevitbat despite these
terminologies the project life cycle is always #zne (Brimier et al 1992).
Breakage in between any of these stages as ievalhtually under lead to
waste of resources or some other problems. In @odevoid this whenever
you want to embark on any educational project yostrtake care in defining
and planning the project. If you initiate projeotstrial ground or based on
political consideration, you may be stagnated duscarce resources to carry
through. The resultant effect likely ighat the project will be
before the completion of the cycle.

3.1.1 FIRST TERMINOLOGY

3.1.2 THE PROJECT LIFE CYCLE
The project life cycle consist of five essentia@ges as we have mentioned in
the introducing part of this unit.
These stages are definition, planning amdsearching, implementation,
handover and feedback. According to Qurix (200&)fitst two stages are
referred to as inception.
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3.1.3

3.1.4

PROJECT DEFINITION

The client has an idea of what is to be achievée.ifieas might have come
from the chief executive of the institution or sooresome technical team

after this a project emerges.

The client should be sure of the rationale of tiegget, the likely benefit to

the users and possible reaction of sponsor, whiaphlme the federal ministry

of education. It is at this stage that the scopakisg into consideration

including its political impact as well. But in mastses only movement team
define project under behind close doors.

Before the education project idea advances userstakeholders should be
consulted even the originators are few. Propertitimat will convince the
sponsors must be undertaken. Also thhiefc executive (client) must
together tangible factors and inputs, which willkeahe project a success.

PLANNING AND RESOURCE MOBILIZATION

You have studied that planning is mapping at iratdrperspective hat is need
to be done and the methods to do these thing.

At this stage a development plan for the projececgiired and this comprises
the duration planning, user movement or displacémethe case may be and
also proper budgeting is require.

Mobilization is very important without which a be#ul project might fail
because it might lack a good financial base.

The planning stage is where you need to make batdtte architectural
designs are prepared to provide a basis for ctigtae is done in the works,
department of the benefiting institutioror other competent consulting
architect.

The detail design scheme is produced after thatdtias approved the sketch
design.

The detailed design is used for cost estimatebéytiantity survey or and
the contractors.

EXERCISE 2.2

Who should be involved in the budgebformation and function of
estimates?
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3.1.5 PROJECT IMPLEMENTATION

We are going to see how projectts executed andrtpact of a shoddy

implementation is intensive as yohave studies. It includes
project

ascendonment, building collapse with loss of liged properties, increased

maintenance cost and eventually increasewhintenance cost and reduce

patronage.
There are two-principle methods for pdivg projects which could
be

contracting and direct labour.
As the project progresses regular site meetingpeleto ensure that the
guantity of work is in order.

3.1.6 HAND OVER

When the contractor declares that he eptojis practically completed the
consulting team normally and always go to inspleetgroject to allow for the

commence of a defects liability periodAfter six months the team
of

consultants client representative and the contra¢toensure that the project

meets the specification conducts a phand-over inspection. Among
the

things done during this stage is thgrocess equipment are tested
for

certification.

A hand-over schedule is prepared by tlechiect and presented t«
the

contractor for signing. The schedule eae# construction variations,
deduction and the final amount due to the contracto

3.1.7 FEED BACK

Many projects tend to reflect the feedback stageths an important aspect

to project cycle. The clients gather informatiomabits performance so as to

improve on similar projects in futureThrough the feedback
mechanism

thoughts are encoded by the sender of the projepbpal, as a result of need

and this is transmitted to managemerirough a memorandum until
an

understanding is got about how the problem carebelved for, for example,

it might be through in cases of shide enrolment explosion which
necessitates a big lecture area the solutimsy be expansion of existing
structure or a construction of new hall.




EXERCISE 2.3

How best will you tackle problem of tudent population explosion
with
inadequate facilities?

NOUN 65



3.2.1 SECOND TERMINOLOGY

The second terminology of project lifeycle runs through five

stages:
Identification, preparation, appraised, designetl upervision of projects..

3.2.2 PROJECT IDENTIFICATION

Most projects arose out of the desire to satisfgessocietal felt need. The

may develop out of the process of preparing socamemic plants at the

national state and local government levels. Prajent thus be conceived of

existing departments or ministries and may be ifledtby politicians or any

other interest group the social or economic viabdf projects should be

considered in their identification, as appraisabntification because of the

ease of approval due to Ilobbying orreve enthusiasm on the part of the
relevance officers.

As an organized process forestall thendue influence of interest groups,
certain guide lines are taken in identifying priégec

We consider the priority of the projecon the government's list of
development and whether the sector if the econamtiowhich it falls is

equally important and recognized as such by thegoeents.

We consider also the feasibility of theroject i.e. whether the proposal
solution to the project can be affordedt a cost commensurate with the
benefits expected.

We consider the readiness of the gowemt to support the project
financially. These considerations are not exhaustéidemselves but help to

provide a rational framework for identifying projec

3.2.3 PROJECT PREPARATION

Here we encounter the bulk of the administratiygeasof the project. After

identification, one must rid himself ofthe erroneous assumption that the
project can be completed operationally, and on tintleout full specification

of objectives and a reasonable time letabfor achieving set goals. These
should also be comprehensive and funationconditions necessary for
success. One must also state the reactive costfiaativeness of alternative

ways of achieving the projects objectives.

3.2.4 PROJECT APPRAISAL

At this stage we make an attempt to provide infaioneand analysis on a

1 N Thic nunhinc A
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3.25

3.2.6

detailed assessment of the feasibility of the taje different areas such as

the marketing, and technical aspects aatso appraises the financial
capability of the project to survive the plannedation of its life as well as

its expected contribution to the economy’s growth.

As the analyst, one would require a level of prsifasalism, which is usually

difficult to attain life the project appraisal,éarried out on adhoc basis. We

would therefore employ the selection o good complement of project
evaluators whose task is to provide an accuratsaggent of its viability

based on professionally determined criteria.

PROJECT DESIGN

If the appraisal is such that the decision makess gntative approval to the

project, then is next task is to develop the dediaroject design.

Usually, we would have established a imiekry design criterion at the
project feasibility and appraisal; stage, but uguatpenditures on detailed

technical specifications are unnecessary at thgestOnce we are sure of its

continuance, the design should become more detdiled involves setting

down basic programmes, allocating tasks, determirésources, and setting

down in operational form the functions to be cafeit and their priorities.

SUPERVISION AND MANAGEMENT

This involves consultant monitoring andvaleation of all aspects of the
project. If implementation problems arise as ienfhappen, the project may

have to be modified.

Management of project is a system whereby variills sequirements can

be brought together from ministries and developsiantask forces to design

and carry out projects.

Exercise 2.4

Which educational projects are desired bgour community and how
practicable are these desires.

3.3 KEY CONCEPTS IN PROJECT CYCLE
From the discussion we have just had we can idecgiftain key points
which will merge the boarder aspects of the prajsct concise, ready — to —
end points. This is for ease of remembrance atidaiton.
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3.3.1

3.3.2

3.3.3

3.3.4

NEEDS ASSESSMENT:

This based on identification and preparation ofguis. Highlighted points of
note include

- Situation analysis

- National needs

- National effort

- Problems

- Opportunities

Exercise: 2.5

Which of the need assessments of projects bringtahe establishment of
National Open University?

Programme design and appraisal

Which encompasses the next two stagewliee discussed under it we
highlighted the following.

1. design of programme based on needs

2 Identified problems and opportunities

3. Project feasibility studies

4. Project Appraisal

5 Work Plan

Programme implementation and monitoring

Which is same as supervision

Highlighted points include

1. implementation of programme activities as corgdim the

programme plan.

2. Keeping record of progress.
3.

Evaluation Of The Project

This constitutes the final stage of the cycle. é&tnpletion, all projects are
audited, and a project completion report is pregpageyou the project staff.
This evaluation project is subjected tboth self - evaluation and an
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4.0

5.0

6.0

7.0

independent evaluation. Long-term evaluation ie aklried out on some
chosen projects.

CONCLUSION

Once we have implemented the project activity agained in the plan, we

have to keep record of its progress.

Thus our evaluation is continuous process mustribore substantially to
development objectives and be economicalligechnically and financially
sound. This is achieved through painstaking stepsvk as the project cycle

in which all the steps.

SUMMARY

In this unit we have both studied and discussedvibaerminologies of a

project cycle.

Each of the terminologies contains 5ages. The list terminology has
definition, planning and resourcing implementatiband-over and feedback

as the five stages.

You should still be able to recollect the 5 stagiethe second terminology as

identification  preparation appraisal, desigand supervision despite these
different terminologies the project cycle in g@ne. Breakage in any of

these stages of project will render the work wasted

FURTHER READINGS

Epenyoun B.D. (1993) Fundamental of prgjecanalysis: An integrated
approach (Heineman Educational Books (Nig. Plc)

Haroid K, Cyril O, Heinz W. (1984) (Mc Grawill Hihternational Book
Company)

Qurix W. B “Project Development from inception tonapletion and hand

over” A workshop paper presented NCCE Secretaoiatecence hall
Abuja

TUTOR MARKED ASSIGNMENT

In(‘nmplptp avuestion

l. Define Key concepts in the project cycle?
Il. List the elements of a project cycle?
Il. Identify are successful or failed project in yotats ?
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State reasons for its failure out in the contexprafect cycle.

UNIT 3

Project Analysis in Educational Project
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1.0 Introduction

In this unit we shall be studying the issues tbédte to project analysis.
Project as we all know can be a yvaxpensive undertaking that makes
demands on our time, energy and money. So itnetlbe all that wise for us
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2.0

3.1

not to count the cost of embarking on one in thbktlof the benefit that will
accrue to it.

Therefore, we are going to examine the differefindens of a project in
order to have a sound basis for our analysis. hEudiscussion will be on the
importance of feasibility, viability, accountingecision analysis, marketing
influence, data base projection and the actuahtimg of the project itself all
in an attempt to analyze any given project wheithisrworthy of embarking
on or not.

Objective
At the end of this unit you should be able to:

Define project analysis

Discuss the stages in project analysis

State the elements in project analysis

Analyze the argument for and against project amalys
Explain the various issues that touch on projeatyens

0 R O B

Definitions of a Project

A project is seen primarily as a planning processch uses one or more
scarce resources during a specified time for tlpqae of producing some
economic returns or output at a later date.

A project is a capital investment to develop féies to provide goods and
services (Bierman and Smidth 1970)

Little and Mirrless (1980) sees a project as amgste or part of a scheme,
for investing resources which can reasonably bé&/asd and evaluated as an
independent unit

A project according to UNIDO manual (1972) involvhs utilization in the
near future of scarce or at least limited resountéise hope of obtaining in
return some benefits over a long period

According to Kayode (1979) the important aspecta pfoject is not whether
it is action or physical goods/work-oriented, bather the investment | value
and the benefits expected.

3.1.1 Major Ingredients and Determination of a Progct

The following points are the features of a project.
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3.2

3.3

1. Investment of some resources (significant)eftrebs some form of
planning process.
. Itinvolves the use of scarce or limited researc
. The invested resources must be capable being analyzed and
evaluated as an independent unit.
4.1t must be geared towards achievirgpme specific goals and
objectives.
5. It involves cost and benefit or returns on thegext
6. It involves time resources
7. It involves risk and uncertainty
8. Amount and cost of the investment must be Scant as a matter of
fact; a task has to satisfy the above conditiofierbet can qualify to
be termed a project.

w N

Elements of Project Analysis

In order to analyze the objectives of projectsrehe need to establish a
method by which project can be analyzed and eveduatrelation to their
return and the initial investment made so thaitrnkiestor can be in a position
to identify, and select profitable project. Anyojact, be it private or public
has to establish definite relationships betwgarestments” and “growth
rates”. This essentials in determining investnsdmuld be carried out and
decision that would maximize the volume of thenftio the shareholders
which is done through the selection dhe best project/investment
opportunities with a view to minimizing the levdlanst and maximizing the
level of returns. A number of approached exidtdtp investors to answer
some questions such as: where would | put my monelg®v would | get my
money back? How much can | expect as return? ‘Afleaissociated levels
of risk?

Stages of Project Analysis

The World Bank and several professional bodies lnesemmended specific

stages under which any project could be analyzddowever, it should be

noted that those stages under which project shmubhalyzed will depend

on the type of project under which project showddabalyzed will depend on

the type of project wunder consideratioand the environment of decision
which is being considered, hence the following stagre identified:
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. The design

. Identification

. Preparation

. Appraisal

. Negotiation

. Implementation
. Evaluation

~NO ODOWN -

3.3.1 The Design

This stage consists of evaluating the environmedtthe prevailing variables
such as prices, consumers demand, income level,détechnology etc.

Activities relating to surveying, reviewing and et rising the existing data

as a prelude to planning of data analysis thagtessary for conducting

studies relevant to the project are examined. aflfables are considered, the
project planner then accepts or rejects alternsitdased on careful analysis.

3.3.2 Identification

This stage involves the selection of project ohleigpriority based on the

stated objectives and strategies. Usuallhe identification decision
consider such factors as defined objectives, caimsésrand estimating project

cost and benefits.

3.3.3 Preparation

At this stage, constraints identified in the prectage are examined more
closely. Itis important to note that these caists are built around the
technical, institutional, economic, financial, sd@nd religious aspects of
the proposed projects. The identified constrangsinvestigated with a view
to determining how they can be renewed and whatilplesincentives and
facilities can be provided to stimulated higherdurctivity.

3.3.4 Appraisal Stage

This involves a clear and comprehensive or sysiealatview of all aspects
of the project covering the possible ngtoaints already analyzed
previous stage.
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3.3.5 Negotiation

This stage involves discussion with lenders or ghewvof funds or assistance
in the area needed to ensure a successful implatr@nt Any agreement
reached at this stage is further embodied in the fven (agreement) which

is later passed to policy makers for certifications

3.3.6 Implementation

The project development stage enters another phasplementation, and
when the implementation phase is completed and alagweryday operation
begins. At this stage, the owners dhe project become responsible
thinking out and knowing how to make the projectkvsuccessfully. The
lending agency provider of funds may be interestdtie supervision and the
implementation through the preparation of progregsrt on the project or
periodic basis. This aims to insuring the projeenager is complying with
all government regulations, guidelines and agre¢srafifecting the project.
The implementation stage therefore is the mogtatistage of the project.
Since any deviation from the agreed terms cante#ite eventual collapse
of the project.

3.3.7 Evaluation

This stage aims at reviewing the progress madenduether the project has

achieved the intended result or not. Hence thiuatian stage pays special
attention to the following:

1. Whether the output, set targets are being met.

2. Whether the identified constraints have beerokeu or dealt with
effectively. If not why?

3. Whether the target beneficiaries have been eghé¢hnot what are
the possible barriers.

4. Whether the objectives, goals are being metlamtesson to be learnt
in the future in terms of selection, design and agg@ment of new and
similar projects. Hence, all projects should baleated carefully by
applying the same principles; otherwisenconsistent decisions
likely to be made. Hence, in project evaluatiderapt is also made
to look at the past, present and project into titeré in terms of the
receipts and payments for goods and services.

Exercises 3.1

1. What are the elements of project analysis?
2. List the stages of project analysis
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3.4

3.5

3. What do you understand by the ingredients abgept?

Feasibility and Viability

In project analysis, the two terms areften used interchangeably

and

technically they are different. We have to draw dhfference between the
two, which is more technical and academic thantmacspect. But for the
purpose of our analysis, this distinction can nar form the following

guestions. Firstly, you must understartht t feasibility analysis
answer such questions as to; “will the project bgsgble and practicable?”
while viability analysis seek to answer such questias to; “will the benefits
of the project justify the cost? And would it bedncially worth undertaking
the project?

seek to

As you will observe the issue of @niion is whether project analysis

applies to a completely new project or to an exgspiroject or both of them.
Though it is argued that feasibility and viabilégalyses are applied to a
completely new project whereas viability analysisnore relevant to an on-
going project.  But the counter argument holds ghizasibility and viable
analysis is equally needed for an on-going projdatre such an institution

wants to diversify to a new line of operation. islpossible for a project to be
passed as viable but not to be executed for ladéasibility factors. Such

project will fail if implemented. And a projectrtde feasible but not viable.

It would not be wise for such project to be implenesl because of economic

and financial implication.

Exercise 3.2

Compare and contrast the project feasibility aradbiity

Project Cycle

Remember all that you have learnt in the previmisabout project cycle.
What do you do before you embark upon any projeld® any easy task? If
you think so, you are wrong. The aim of this &ecis to establish some
useful process, which you need to follow. Befararking on any project
such process that you need to prepare and takeangideration is basically
known as project cycle. It consists of serieadadivities and since project
decisions are taken at all level of activitiesyéhis need to understand clearly
the various stages of activities involved. Theleys made up of stages such
as
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O Identification
0 Preparation
| Appraisal

O Design
Exercise 3.3

3.6

1. List the stages of project cycle
2. Explain feasibility and viability

The Project Account

Your preparation and analysis of a project accamltfinancial statements
must be identified. As you understand that ingebpnalysis, an attempt is
made to look at the past, present and future optbgct as well as term of
receipts and payments of material and other sesvice

Accounting and financial statements do aid the gge®f effective project

analysis such as funds flow statemenmportance of working capital of
projects, managing accounts receivable apffective management of
accounts in payable to workers, suppliers of malteand other changeable

services in the course of the project.

3.6.1 Project Account Concept

The following concepts: accounting, finaahci statements, features
prominently in the preparation of a report anchia &nalysis of such report,

as you have learnt project analysis  attempidodk at past, present and
project into the future in terms of receipts foodge and services.

You need to ask yourself some questions beforenjibbbe able to assess the
reliability of the prediction.

The following are the questions:

1. What would the annual receipts and paymentebtiganization be if
the project undertaken were compared with whabtlieome would
have been if the project were not undertaken? Or

2. What are the future prospects if the projecindertaken now?

Planners that embark on projects without considdtiese questions would
end up undertaking unviable projects. These questre both relevant to
the private and public projects.
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For effective project analysis, we will discussng® important accounting
financial statement and concepts.

1. Funds Flow Statements

Any good organization needs to know how well orlpdtchas employed

its resource. It needs to have and keep accoumhaf remains of them.

Reporting of such financial activities byan educational institution
consists of certain financial statements. Theesifany organization’s

financial activities is reported at a particulairon time on the balance

sheet. Balance sheets are treated in unit 8. opbeations over a period

of time are reported on the income-statement arntt@ifunds statements.

Funds statements, is the summary of all the omerati the institution
and of the financing and investing activities afjamization such as the
university college of education for a period of éiifiekpenyong 1993).

Funds statement, therefore, as you should haverkiageounts for all the
changes in financial positions on successive balaheets.

We can now say that funds statement provides a suynof the sources
which funds become available and the purpose feasing the funds,
which is, described in two ways e.g. working cdptad cash.

Working capital can be described as the arithnutierence between
current assets and current liabilities known ag Werking Capital”.
Secondly, it is referred to as the sum of totatenirassets, often referred
to as “Current Capital” but the former definitianin common use that
the later.

Funds can be defined as cash and when it is deffiradvay, the balance
sheet account changes, requires analysis in tdrthgio effects on the
movement of cash.

Cash is therefore, used in the sense of curreatsas£. cash on hand and
current account deposits in the bank.

2. Cash Management

NOUN
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Cash management according to (Ekpenyong 1993)vasglanning and
control. Many organizations do not have formalizash management
policies. They act only when cash problem emerg€ssh budget is a

vital aspect of cash management. The cash bualgeblt the plan on

how to finance the organizations operations. Gaslget is a statement

of cash planned; where receipts are more thangbies wf payment there

is a surplus but where the payment are more réaipts, there is a

deficit.

3. Importance of Cash Budget

Cash budget enables management to see the pdtfgamoned monthly
movement of the institutional funds, which enallemagement to take
appropriate action at the appropriate time.

Decision Analysis

In decision analysis it is important we examing/ly@u can make some

rational investment/project decisions undawondition, which can be
considered as certain, risky and uncertain. Cathtof certainty needless

one state of nature in which the decision makershéfscient information

about all the elements affecting the tcome of the decision maker has
sufficient information about all the elements affieg the outcome of the

decision.  Risk refers to a situation whereghtababilities of alternative

outcomes are known or at least can |lstimated with some degree of
precision but the outcome uncertain. While, uragety refers to situations

where the unknown outcomes cannot be predictedievembabilistic terms.

The implication here is that you can measure sieof “certainty” but the

reverse is the case in “uncertainty” cases.

3.7.1 Decision Under Condition of Certainty

Under this condition, you are capable of predictimgoutcomes of your
decision. You assume certainty of the uncontbtdldactors dealing with
only one state of nature. Since a decision inv®baion in the immediate
future and if that decision has been made a nuoiiténes with the same
result, you can as well assume that you know andlegermine the expected
outcome. But in real life situation you may findifficult in view of the
rapid changes in the environment.
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There are still some problems associatedth decision made under

the

certainty condition; some can be more complicated tyou have anticipated
at first sight of the project. In handling theseldems there is a number of
strategies you can adopt such as;

1. Strategy with the best outcomes. That is, despé already known
outcomes, it is essential to evaluatend acompare the outcome to
which the strategies may lead. For example, supgg®u embark
on building a multi-purpose hall in a college yavé to consider the
target population (Students) and purposes andlgpdbe durability
of the building.

A situation of two strategies and one state of iatuHere, the strategy is to

reduce the multiple outcome descriptors to an dveirayle measure, which

reflect their aggregate worth. The imgion is that you will think of
resources cost and benefit of undertaking suclojegr The benefit can be

viewed as the return associated with an outconerims of resources gained

or the psychological, sociological or other tangihlues derived form the

state of nature.

Strategy for multiple outcomes: As weiscdssed earlier, the costs and
benefits for each outcome were reduced to a samgeegate measure of

profit. But there are situations where choicesanrrtainty may not be that

straight forward.

Method of Acquiring Forecasting Information

Forecasting is as good as the quality and valwfithe information that is

used to make predictions. In considering inforamayou must appreciate

the difficulty it involves to assess the qualitydaralidity of information.

The assessment has to do with experienand time. So in considering
information input into the forecasting opess, two issues have to be
explained.

1. The informal monitoring by the manager

In this case, the manager gathers information ak Wy listening to what

others are saying. It is not formabr predetermined but through
observation he is able to collect the informatioHave you ever gathered

informal information like that at work?

2. The Formal Scanning

O
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This is predetermined. The manager purposely gathtormation. He

makes effort to gather the information from theismment.  In many

tertiary institutions monitoring activities in tle@vironment are given to a

unit in the organization in which cassuch examines all media
documents, speeches of politicians andriows reports from external
sources.

3. The Formal Search

This is a scanning process purposefully undertélethe organization ot
obtain information for specific forecasting purpose

Exercise 3.4

1. Discuss the project account
2. Explain decision analysis under uncertainty.

Ratio Analysis

Society is dynamic so are the operations of mene avé in a technological
age and the world is already a global village s® heeak through circulates
fast especially with the help of internet.

Accounting as a discipline too has undergone drastinges dividing the

past decade. Many recent advocate in qualitatethods, the behavioural

sciences and information technology have all infaesl current thinking in

financial and managerial accounting.

There is constant effort being made faridge the gap between modern
financial procedures, economic and findncitheories and the traditional
financial analysis. In the traditional anatysithe organizational past and

present profitability liquidity and opemtial efficiency through the
examination of performance indicators ofach organization have been
presented. But with the corporate world, perceptf financial analysis

changed to a more systematic analysis of the argtional financial data.

The investors are therefore more concerned abofdarpgnce evaluation.

The scope of financial analysis furtheextended to the use of
inter-

organizational comparisons of ratios and acceptahtelustry average as

the major standard. Can you now see how we haiedrat the age ratios?

Ratio analysis involves careful selection of thas@s, which will provide
an insight into the performance of the organization

NOUN
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Ratio analysis is therefore a very useful aid tmaggement even though it
cannot substitute for it. Ratio analysis accordm&kpeyong assumes that
there is a relationship between certain aspecastofities of the organization

as revealed in the income statement profit anddoseunt, an the balance
sheet, which establishes a pattern of behaviour {880). As we all know

a ratio is just one number expressed in terms offeen.

You should note that a particular ratio might besgactory under one set of
circumstances and entirely unsatisfactory undetremset of circumstances.

3.10 Project Financing

3.10.1

In  making out financial issues a lobof things need to be taken
consideration so in your analysis of financial agament for the execution
of specific projects, such issues are importantthey are as follows:

Preconditions: well-prepared and comprehensivaliig study should be

done so that outcome of the study will confirm Weility of such a project
and it is advisable that you should not enter artg financial arrangement

before the study is concluded.

Factors to be Analyzed are the Following:

1. The magnitude of the funds required

2. Structure of the funds
Whether it is shareholders’, commercial bank, oradtdlong time
lending government owned educational institution'titake loan.

3. Interest Rate
This is the cost of using the capital in the propead thus the cost of
using somebody else’s money. The higher the ratet@fest the more
the cost of financing the project

4. Moratorium
This is the grace period granted tde t borrower before; he
commences the payment of loan granted to him.

When it takes a long time than the time requiredpfoject execution
can be delayed, cost can get higher and the delggtting the loan
can hamper so many other things.

5. Disbursement of Approved Funds
After the approval of the .loan it can take sommetbefore the fund is

given to him, which could be as aesult of lack of funds,

administrative bureaucracy; and unhealthy workimgirenment with
inherent malpractices.
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3.10.1 Sources of Financing Projects in Nigeria

For government owned educational instingio the government (federal,
state and local) does fund projects. However theg be interventions from

say Petroleum Trust Fund (PTF) and EducationalFtmd (ETF). Apart

from these ones, World Bank does fromme to time financial projects.

United Nations Educational Scientific and Cultu@abanization (UNESCO),

United Nations International Children’s Fund (UNIE)iand other foreign

agencies do finance various project regularly.

In Nigeria, there are quite many private educaliorsitutions, which may
seek for financial assistance from banks in Nigerihe sources of financing
that open to them are:

1. Private or owners capital

2. Non-institutional

3. Institutional (Commercial banks and certain depment banks).
4. Credit from suppliers.

Exercise 3.5

1. What do you understand by project ratio?
2. What do you understand by project financing?

4.0 Conclusion

In this study we have tried to discuss about pt@ealysis with all the issues
is that related to the analysis

There is still an on-going debate as to whetheptbgct should be analyzed
especially in a good organization with good manag@rm place. For the
stude4nt of educational management any discussiqgmaject development
and management will always be a welcoming ideasanithere is a constant
change with many7 recent advances in qualitativinods that influence our
thinking about financial and managerial accountihgill always be right to
follow the trend of discussion so that we will et left behind.

5.0 Summary

In this unit you have learnt about most of the ésstihat bother on project

analysis such as the project accountcist® analysis, data base for
forecasting, ratio analysis, project finage evaluation of project and
feasibility studies. Each of these has been deszlibriefly. You have learnt

about the stages involved in project analysis sisctiesign, identification,
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preparation, appraisal, negotiation, implementaéiod evaluation. Coupled

with this is the mentioning of the elements of paobjanalysis. We have also

seen that project analysis even thouglery important to management
aiding its operations cannot be substituted foragament but it aids it.
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UNIT 4

PROJECT FINANCIAL ANALYSIS
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7.0

1.0 INTRODUCTION
It is important forany institution to formjudgement about the operating
performance and financial position of that instdot The institution can get
better insight about the financial stlisg and weaknesses of the
organization if the information from financial statent is properly analysed.
All institutions should be particularly interestedknowing the corrective
measures to take in view of any weakness spotteelflture plans of the
institution should also be clearly stated in viehvit® financial strength and
weakness. Thus financial analysis is thsarting point for making plans
before using any budgeting procedures. In thist therefore, we will be
examining project financial analysis, its meaning ases; its contents and
forms and especially its overall conttibn to project implementation
management.
NOUN
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3.1

OBJECTIVES

By the end of this unit, you should be able to:

a. Define financial statement.

b. State the major functions and contrigio of project financial
analysis.

C. Come to a good understanding of financial statemandtl be better to
qualified to analyse them.

d. Explain the steps to be followed in project finahenalysis.

e. Identify the objective of financial analysis

FINANCIAL ANALYSIS

Financial analysis is the process of identifyihg tinancial strengths and
weaknesses of an institution by properly estabigielationship between the
items of the balance sheet and the profit anddoseunt. Financial analysis
provides you with a framework within which all aspeof a proposed project
can be evaluated in a coordinated and systematiaenaCareful project
analysis will identify unrealistic and questionabEsumptions and indicate
ways in which a project can be modified to impragevealth generating
capacity or to increase the non economic or nortifiediie values which we
expect to gain from it.

3.1.1 Objective of Financial Analysis:

These objectives include:

1. To ensure that there are adequate incentives dgegirparticipants.

2. To assess the financial impact of theroject participants. This
assessment is based on an analysis tled participants’ current
financial position and on projections of their fireéal positions as the
project is implemented.

3. To provide a sound financing plan for the project.

4. To determine whether the financial requiretee of the individual
participants in the project are properly coordidate

5. To assess the financial management competenceden tar form a
judgement about how well they will beble to discharge
their

responsibilities for project implementatiorand what management
changes may be necessary.
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3.1.2

3.1.3

It is important for you to note that just how eladte the financial analysis
must be for a particular project will depend uploa organisation of the
project and its complexity.

The financial projections for the private institing or project entities may be
quite simple while they many be quite complex igj@cts involving a whole
number of different institutions.

CONTENTS OF FINANCIAL ANALYSIS

We are going to highlight the contents briefly.

The contents of financial analysis include:

I audited financial statements for existing orgamires.

ii. Statements of total project cost, initial capitquired and cash flows
relative to the project timetable in the caseseaaf wrganizations.

iii. For all projects, financial projections for futumme period including
financial statement schedules for the arftial projections
assumptions used.

V. Financial analysis showing return on investmentjtggbreakdown
volume and price analysis.
V. A sensitivity analysis, if necessary.

STEPS IN FINANCIAL ANALYSIS

Things you are expected to learn in a financialysisare in the following

stating

forms

steps:

1. Estimated Total cost: Information expected heré indlude the fixed
investment cost, the working capital regument, the project
start

2. upcosts, and the project cost summary.

Estimated Financing Needs: This is toetetmine the

3. financing and the sources of funds
Prepare pro-forma statements: This is an attemiorézast business
operation, over a determined time interval by mezrike following
profit equation:

Net Profit tax — sales — Returns and allowancesst@f goods sold —
operating expenses + other revenue — interest sgpenincome
taxes.

4.

Prepare cash Flow projections: This is to show ma@ of cash into
and out of the institution. The statatse are useful for
5. planning, project evaluation and control.

financial

Prepare pro-forma balance sheet. This resgmts the financial

6. position of the firm at a given date.
Evaluate project feasibility:
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7. This is the measure of profitability of the projectd the following
approaches can be used. Internal rate of Retuyrhgek period, Net
present value, benefit/cost Ratio.

8. Analyse projections of operating conditions furtaaalysis may be
necessary using financial ratios.’

3.1.4 USES OF FINANCIAL ANALYSIS

You have seen that financial analysis iessentially the evaluation

of an

institution’s liquidity position. It analyses thestitution’s profitability over
time and provide financial statement to make amgslgisout the institution’s
future solvency and profitability. Financial anasyalso enable the institution
to know if it can meet its current obligationsalso explains to the institution
if there is any danger to the solvency of excesdefs. Financial analysis
confirms if the earnings of the institution is adate or note and it explains
how efficiently the institution uses its finance.

3.1.5 POINTS OF VIEW IN PROJECT FINANCIAL ANALYSIS

The individual financial activities which particiigain a project are mainly
concerned about the returns on the equity capiggl tontribute. We may
consider this financial return to an equity papi#tion in a project and we
determine it through what we will term financialadysis

Financial analysis is important when warn to a consideration of the
incentive structure associated with a proposedeptapvestment. It will do

us no good, for instance, to have m@oject which is profitable from the
standpoint of the whole economy if individuals Eptating on it are unable

to earn a living from their participation.

The financial aspect of project analysideals primarily with the revenue
earning with whether the project will be able tpag these and whether the
project can become viable.

It is important to note that it is not only crucialanalyse a proposed project
to be certain it will be beneficial from the staody of the economy, it is
also critical to assess whether the project eatitirich are to participate will
have sufficient incentive which will make them ity to participate.

It is financial flows on which this assessment barbased which are the
domain of financial analysis. Having looked, inalkinto what financial
analysis is, we shall now look at the Objective&iofancial Analysis.
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In this section, we shall consider BRatiAnalysis as a powerful

tool of

financial analysis. In financial analysisa ratio is wused as an index or
yardstick for evaluating the financial sfimn and performance of an
institution. The absolute accounting figrereported in the financial
statements do not provide you with imeaningful understanding of the
performance and financial position of an institati®he relationship between

two accounting figures, expressed mathematicakyp@vn as financial ratio.

A ratio helps the analyst to make qualitative judgat about an institution’s

financial position and performance. It is calcuthby dividing current assets

by current liabilities: the ratio indiest quantified relationship between
current assets and current liabilities. This relahip is a yardstick which

permits a qualitative judgement to be formed altloeiinstitutions’ liquidity.

Therefore, the greater the ratio, the greaterrthgtutions liquidity and vice

versa. The ratio therefore indicates a quantitatiationship which can be

used to make a qualitative judgement.

3.2.1 SIGNIFICANCE OF RATIO ANLYSIS

We should be able to say that will the help ofaogbu can determine:

I The ability of the institution to meet its curregiiligations

ii. The extent to which the institution has used itgylterm solvency by
borrowing funds.

iii. The efficiency with which the institution is utilig its various assets
in generating sales revenue.

2 The overall operating efficiency and performancéhefinstitution.

The ratio analysis is also useful in security asiglyhe major focus of which

is on the long term profitability ofthe institution. From time to time,
management uses ratio analysis to determithe institution’s financial
strengths and weaknesses and accordintdke actions to improve the
institution’s position. The ratio analysis will re@l the financial condition of

the institution more reliably when trend analysigicates the direction of

change over a period of years in ratios over tineeaaalysed.

Exercises 4.1

1. Define project financial analysis
2. State the objectives of financial analysis
3. Discuss the steps taken in financial analysis

3.2.2 LIMITATION OF RATIO ANALYSIS
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As you have seen, ratio analysis is a widely uselrique to evaluate the

financial position and performance of amstitution. However, there are
certain problems in using ratios. Some of thesédiions which the analyst

and you should be conscious of are:

1. It is difficult to decide on the proper basis fantparison

2. The comparison is rendered difficult hesm of differences in
situations of two institutions or of one compangpthe years.

3. Price level changes make the interpretations adgatvalid

4. Differences in the definition of items in the bata sheet and the
income statement make the interpretation of ratifiult.

5. The ratios calculated at a point of time are oftefective and are

therefore no indications for the future.

The ratios of an organisation have meaning onlynathey are compared
with some standards. It is difficult to find oupeoper basis of comparison.

Usually, it is recommended that ratioshould be compared within the
organisation averages.

You will agree that the situations of two instituts are never the same as the
factors influencing the performance of an instantin a year may change in
another year. Thus the comparison of the ratidg/ofinstitutions becomes
difficult as the interpretation and comparisonatfas are rendered invalid by
the changing value of money. While the financiadlgst is more interested

in what happens in the future, the ratio indicateat has happened in the
past and also while management of the instituteihformation about the
institution’s future plans and policies and therefis able to predict future
happening to ascertain the extent the outside snlahs to rely on the past
ratios which may not necessarily reflect the instin’s financial position

and performance in future.

Exercise 4.2

1. What is the importance of ratio analysiin the light of financial
analysis of education projects?
Enumerate the limitation of ratio analysis
3. What do you understand by trend analysis in tonforel analysis of
educational projects?

N

3.3 TREND ANALYSIS
Trend analysis indicates the direction of changer avperiod of years in an
institution’s financial analysis. This kind of agsis is particularly applicable
NOUN
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to the items of profit and loss account. For trandlysis the use of index
number is generally advocated. It is advisable riiadls of sales and net
income are studied in the light of two factors thte of fixed expansion or
secular trend in the growth of the business andyémeral price level.

FINANCIAL COSTS AND BENEFITS OF PUBLIC
SECTOR PROJECTS

The appraisal of the financial and economic costskzenefits of a project is

a central consideration of project evaluation. @hta relating to the financial
aspects of a project allows for an objective tekpect d. The comparison of
the financial benefits of a project with its copeading costs regimes that all
the relevant data are first organized into a fimararoject profile covering

the entire duration of the project. An importardtiee of most investment
projects that you should take particular ndtsothat costs and benefits
relating to a project are spread overtime to wisichld range from a few

months to a number of years. Thus, in calculdiegfinancial costs and
benefits of a project, time is usually an import&utor.

INFORMATION REQUIRED FOR FINANCIAL
FEASIBILITY ANALYSIS

The following constitute the informationthat you may need in

financial
analysis:

- Sales plan which includes estimate of sales revegroenotion and
advertisements costs and selling and distributiquepeses.

- Manufacturing plan comprising direct madkri direct labour and
overhead.

- General and administrative plan which will showather expenses
apart from selling, distribution and manufacturexgenses.

CONSTRUCTION OF THE PRO-FORMA CASH FLOW
STATEMENT

In constructing the pro-forma cash flovstatement, the following are
important considerations you need to make

1. The investment plan: The first step in the consiomcof a financial
cash flow is the formulation of the investment planthe project
based on the information developed in the technmahpower and
marketing modules. While this initial estimate loé ttiming of the
various investment activities may have to be adpisiter when the
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analysis of the optimal timing of theroject is completed, it is
important that the investment plan conform® what is a realistic
times schedule given the manpower, financial amgplsiconstraints

in the economy as well as the technical attribafdhe project. After

this reconciliation has been made, the investmiamt will contain a

listing of all the expenditures to be undertakpriauthe of point

where the facility is ready to begin its normal gt®ns. Each of

these expenditures should be identified accordirthe year in which

it is expected to occur, breakdown into part tediding spent. An

investment plan should also contain amutline of how these
expenditures are to be financed. The financing awengist of equity/
grant funds, domestic loans (both short and lomg)teforeign loans

and foreign aids. You have to determine which esthwill be as an

inflow of cash to the project depends on the pofntiew from which

the analysis is undertaken.

2. The operating plan: The future expected performaf@ecommercial
investment project is summarized in theet of proforma or
prospective financial statements which canclude balance sheets,
profit and loss statements, and cash flow statesrfenieach year of
the expected life of the project. Fothe purpose of
investment
appraisal, you will agree, it is theash flow statement
which is
directly relevant.

FINANCIAL STATEMENTS

An institution communicate financial tohet wusers through financial
statements and reports. The financial testant contains summarized
information of the institution’s financial affairs, organized systematically.
They are the means to present the institutiongosétrious institutions.

Financial statements are prepared from the acaoyurgicords maintained by
accounting records maintained by the ituigbn and the principles and
procedures are followed to prepare these statements

Exercises 4.3
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2. What is the main objective of accounting?
3.7.1 STATEMENTS OF FINANCIAL INFORMATION

The basis for financial planning and algsis is financial information.
Financial planning and analysis is heeded to ptedimpare and evaluate the

institution’s earning ability. It is also requiréalaid in economic decision —

making and financing decision making. Thénancial information of an
enterprise is contained in the financial statements

3.7.2 SOURCE OF FINANCIAL INFORMATION

You should realize that accounting system is thdegpost for educational

management. Every enterprise should know the &ie8vtarried on by it. By

the way, accounting is the process afentifying, measuring and
communicating economic information to pdrminformed judgement and
decisions by users of the information. The finahetare of an enterprise is

kept by the accounting system. It points out thablams faced or likely to be

faced by the institution. It also brings to thatice of the institution the

opportunities that are likely to ariselt indicates possible actions when
needed.

The objectives of accounting are to provide infaiorafor the following
purpose:
I Making decisions concerning the use of limited tgses, including
the identification of crucial decision eas and determination of
objectives and goals.
i. Effectively directing the controlling ofan institution’s human
and
. material resources.
2 Maintaining and reporting on the custodianshipesiources
Facilitating social functions and controls.

The main objective of accounting is to provide mfiation to the institution

to make relevant decisions and form judgement.

Accounting also has certain broad sociabligations as the accounting
information is used by a large body of people amstamers.

Accounting has to perform three functionsThese are accumulation
measurement and communication of infornmatioThe process of
accumulation of identified and gatheredatad involves the recording and
analysis of economic events. The accounting recimcude journals and

ledgers. Accounting records are essentially hisébin nature, as the events

recorded are the ones which have already occuli@mhunting gives more
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emphasis on the decision-making goal, rather thamptocess of recoding,
classifying, summarizing and interpreting.

BALANCE SHEETS

In this section, we shall explicate the basic fesgwf the balance sheet. The
balance sheets consists of:

Total Current Assets: These include cash, markesgegrities (Short term),
Accounts Receivable, Inventories, prepaid expeasdsther current assets.

I Total Fixed Assets: These include the Depreciagdets (net) and
Depletable assets (net).

ii. Total other Assets: These are mortgages and osisetsa

ii. Total Assets: These are the sum total current Astet Total Fixed
Assets and Total other Assets.

V. Total Current Liabilities: These are bankans, Accounts

parable
V. Taxes payable and short term loans.

Total con-current liabilities which are Net-long#tedebt provision
Vi. for future income taxes and other liabilities.

Total Liabilities Net worthier Equity: These incledhe sum of Total
current liabilities and the Total Non-current Liktiies Total Assets =
Total Liabilities + Net worth.

CASH FLOW

‘Cash flow’ is an important concept in project ajséd because the costs and
benefits accruing to a project occur in a ‘flow'es\a period of time.

The costs included in project analysis consistxpeaditures on goods and
services actually used by the projeauring both the investment and
operating stages.

The concept of cash flow is very broad and encosgsmamost of the costs
and benefits commonly attributed to a project. Hoavethere are two major
exceptions: depreciation and finances charges.

Depreciation is an accounting transactionhictv is made for two reasons

which you need to pay attention to:

I. It is convenient way to ensue that meo reserves are retained
replace capital as it wears out.

il. It is considered a cost for income tax purposesrdiore, deducting
depreciation from income reduces tax liability.
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Finance charges, interest and principal repaynaetalso excluded from
cash flows in doing social appraisal andfreq2uentiygommercial appraisals
as well.

Exercises 4.4

1. What information will you need for financial feasity analysis?

2. What considerations will you make in constructihg proforma cash
flow

3. Describe the structure of balance sheet.

CONCLUSION

In this unit, we have considered project finanaialysis as an important
instrument in project conception and iempéntation. As we have
project Financial Analysis enables us to know tharfcial position of the

institution involved in the project with a view tietermining its strengths and
weaknesses and to plan, based on its past perfoenignfuture direction.

Summary:

In this unit, we have learned the basic meaningroject Financial Analysis,

its functions and contributions. The unit has aseussed the nature and

form of the financial statement which is a reflentof the financial strengths
and weaknesses of the institution concernedadoubtly tool the unit has
exposed you to the steps to be followed in prdjaeancial analysis which is
considered to be a systematic and coordinated isgerc

FURTHER READING

seen,

1. Oviwgho Y.M. (1991) The Theory and Preet of Educational

Planning in Nigeria. Think Publishing Co. Ltd).
2. Psacharopoulos G. LAND Woodhall M. (1991Education

For

Development: An Analysis of Investment CheicéA World bank

Publication (Oxford University Press)

TUTOR MARKED ASSIGNMENT

1. List the steps in financial analysis
2. Explain the content in evaluation
3. How will you construct the proforma cash flow
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1.0 INTRODUCTION
In this unit we are going to discuss pre-feasipsitudy. This is in an attempt
to lay a solid foundation for managers on whetiierat to embark on a
project. The pre-feasibility study will enable tmanager to examine the
overall potential of the project. Therefeasibility study will enable the
manager to examine the overall potential of thégatoThe pre-feasibility
study itself relies on initial correctdefinition of project which must be
undertaken. It is therefore given that the progtititappears to have potential
after this initial assessment that the pre-feasgitstudy will commence. In
some situations, the agency directly eomed with the project may not
undertake the pre-feasibility study itselfin this case the initial project
definition activity is essential in preparing tleerhs of reference for another
agency or consultants who will do the appraisal.
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2.0 OBJECTIVES

It is expected that by the end of this unit, yoil s able to:
1. justify the need for pre-feasibility study

2 define pre-feasibility study

3. list the different areas of pre-feasibility study

4 explain the modules in the different areas.

3.1 WHAT IS THE PRE-FEASIBILITY STUDY

You should reaslise that pre-feasibility studyhis first attempt to examine

the overall potential of the project. In ordemanalyse every part of the

project as area level of accuracy mube maintained throughout, while
keeping it in mind that the purpose of the studyisbtain estimates that

reflect the right ‘orders of magnitude’. The preguility of any result sector

project covers six different stages. The followarg the stages..

3.2 MARKETING MODULES

The marketing module should begin by assessinghehéte output of the

project is to be used to meet local demand or teofainternational. You

should know that for most products sold in therima¢ional market, there is a

vast amount of information available on market diemew technology and

the approximate cost position of potential compesit The key question you

should ask is: what are the advantages and distyeswhich the proposed

facility will have relative to other competitorsvho will be active in this

market both domestically and internationally?

For some products e.g. relatively homogsn ones sold in organized
competitive markets), research on costs relatitbdse of other producers

may suffice. For other products, researan likely price trends may be
needed. For yet others, research into the liketgadwl for the output of the

specific project under consideration may also located.

For the market analysis of a project which ibecsold in the domestic

market, it will be more important tobegin primary research at the pre-
feasibility stage of the product. This has to bealbefore an accurate picture

of the potential market for the product can be mheitged. You can make an

appraisal to speculate on how the competitorsemtharket are likely to react

if the product is to be sold in a competitive eariment. This information

can be obtained by reviewing the presio activity in the market by
reviewing the strength and weaknesses of the cotorzet

In the case of public monopolies such as publidieti, government policies
themselves may constitute important variables terd@ning the demand for
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3.3

the output. It is also important to note that egten of electricity to the rural
areas and the development of industrial complexitfiave an important

bearing on the future demand for the output. Ttoevgr in demand with

respect to variables such as disposable incomastrial output, household
formation and relative prices are also importamiségerations. The study of
growth in demand experienced by utilities in otb@untries with similar
circumstances can often provide a good indicatfomhat can be expected in

the future.

If the project for which pre-feasibilitystudy is being designed is a
commercial one, the output of this module should Bet of forecasts of the
following variables for the duration of the project

1. Quantities of expected sales and prickr goods to be solc

In
competition with traded goods from othecountries, regardless of

2. whether such sales are made for domestic or fo@igtomers.

Quantities of expected sales and pricksr goods to be sold
3. domestically and not in competition with internatidly traded goods

Sales taxes and export taxes that awpected to be paid by the
4. consumers of the traded goods.
S. Sales taxes to be paid on goods not traded intenadiy

6 Subsidies to be received on the basis of producticgales, exports
: etc
Government regulations such as price ingE| floors or quotas,
affecting the sales or price of the output.
Product trends in terms of technologicalevelopment and the
8. expected product cycle.

All trade restrictions that are not caused by goreent regulation

must be identified and their impact quantified.

ENGINEERING OR TECHNICAL MODULE

This is another kind of module you should be faanilith. In this module,
secondary research can be wused veryectefly. You will agree that
engineering firms and technical experts in a fieddally have considerable

experience in other projects that have usedreitigentical technology or

similar techniques. Often there are amiper of consulting firms or
government agencies that have technical expertiaespecific area. One of

the most important things for you to note when gsiatside expertise in

assisting with feasibility studies is that the adtisg group being employed

to provide this information must be clearly ttiat it wins does not be
considered for the design or management of thétfaici the design and

implementation. It is critical to avoid placingetconsultants used in the

appraisal of a project in a position where theyehaonflict of interest.
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Consultants should be hired at the a&ppr stage to provide

truthful

information based on their past experience. Thieaities may also wish to
indicate to the consultants that if their estimditeshe current project prove
to be accurate, then they will receive favouraltiersion when contracts are
being let on future design activities of other padg. The consultants used to
assist in the preparation of the appraisal shdslul lze retained to check and
approve the design and cost estimates develop#telyroup which has been
given the task of preparing the final detailed plan

You can now begin to imagine to iroption of not adhering to the
procedure spelt out above. If this procedure idoltdwed engineering or

technical consultants may consciously underestimagés so that the project

will get approved in principle and thus give themapportunity to obtain the

more profitable task of preparing the detailed giesif the project of course,

the worst possible situation is to ask for freeieghat the appraisal stage on

the basis that the outside experts will be givehance to do further work for

hire if the project is attractive. You will noteddg, that many governments or

institutions are guilty of these last two procedure

The technical module for a pre-feasibility studgpuslal obtain the following

information:

1. The quantities of inputs by type whiclwill required for the
construction of the project.

2. The prices of these inputs and their probable ssuof supply.

3. Labour requirements by skill and by dimof construction for the
building of the project.

4. The physical input requirements for the operatibthe project by
year and by volume of sales

5. The likely sources of supply for thesenputs and the price
assumptions used to estimate future costs of thjeqir

6. Information on the technological life of the prdjec

7. The labour requirements by skill for the operatdithe project

8. The nature of the outputs of the project which haveémpact on

environment surrounding the facility and a quatitimassessment of
these impacts.

Exercises: 5.1

(1) g Evaluate
(2) U marketing module
N for pre-feasibility
study?
What information
' ¢l technical

moduile have?
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3.4

3.5

MANPOWER AND ADMINISTRATIVE SUPPORT
MODULE

This module must reconcile the technical and adstriative requirements of

the project with the supply constraints on manpoaweilable to the project.

If these requirements cannot be reconciled, thermptbject should not be
undertaken. It is recommended that arefoh study of the labour
market

should be made in order to ensure that the estintditwage rates to be paid

are accurate and that the planned sourcing of nvegpis reasonable in the

light of labour market conditions.

You should note that in general terms, manpoweuirements should be
broken down by occupational and skill categoriesl, #tnese needs should be
calculated in terms of the possible sources frontivthey might be met.
Where both of these needs are foreseen, this imtttwmshould be passed to
the technical module so that possible revisionheftiming of the project
can be considered.

FINANCIAL / BUDGET MODULE

The financial/budget module provides the first gnegion of the financial and
technical variables that have been estimated bpriadous modules. It is
necessary to construct a cash flow profile of ttegget will be conducted.

These are expected to identify all the receipisd expenditures that may
occur during the life time of the project. You shbuoote also that even in the
pre-feasibility stage an attempt should be mageduide a description of the
financial flows of the project. This identifies tkey variables to be used as
input data for the economic and social appraisal Would have noted that
because of the need for estimates édrticular variables (e.g.
foreign

exchange requirements) for the purpose wfaking economic and
social

project appraisals the level of financiafletail required is considerable

great/high in this module.

1.
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variablbe used to over the cost of the project?
What relative degreess Does this financing have special features suchulsidized interest
of certainty do we  directl rates, grants, foreign equity or loans (tied oregal)
place on each of the y and What IS the minimum net' cash flow required by }bneject to be able
in whato continue operations without unplanned requesigo@ade of the
revenue . ways? government treasury of supplementary financing?
and cost items in theyyna+ Does the project have a large enough net cashdtdimancial rate of

financial analysis and,, ;. .egeturn for it to be financially viable? If not, whsources of additional
what factors are of

expected : .
to affect these flnanp !
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funds are available and can be committed assigirthect if it is
economically and socially justified?
Looking at this module in general and considermgquestions above, you
will agree that to avoid failure if any one of teeguestions points to future
difficulties, adjustments should be made in eitherdesign or financing of
the project.

Exercises: 5.2

(1)  Why financial module for pre-feasibility study?
2 Define manpower requirements?

3.6 ECONOMIC MODULE

Under this module, what you should bear in minthé the objective of the
economic appraisal is to examine the project fribengoint of view of the

economy generally with a view to detming whether or not
implementation of the project will impmv the economic welfare of the
country.

In a very real comparative sense, an economic egabia of exactly the
same nature as a financial analysis, except thtaeigase of an economic
analysis, the benefits and costs are measuredthremoint of view of the
whole country while a financial analysis measundy the benefits and costs
relevant only to the investors or owners of thgqub

Another area of difference between both is thaeeuxs of relying solely on

accounting techniques to measure expendituresa@std as in the case of

financial apprasisals, the economic evaluationirequhe use of economic

techniqgues of measurement to supplemehe taccounting framework.

However, to extend the financial appraisal intaaanomic appraisal we

need to obtain answers to a sense of questionarinat continuation of those

already outlines above. The questions coveriagettonomic appraisal of

expenditure are:

1. What is the magnitude of the differences betweerfittancial and
economic volume of those \variables whichre affected by
government regulation and control or are subjetaxes, tariffs and

subsidies?

2. What is the magnitude of the differences betweerfittancial and
economic values of those variables whidre affected by
other

imperfections is the factor and product market.(lgour unions and
restrictive trade practices)?
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3. Does this project produce a position that meeptiesent values when
it is evaluated at a discount rate that reflectdeivant cost of capital
form the stand point of the economy as a whole?

4. In order for the appraisal to indicate that thggubis economically
viable, what proportion of the more uncertain ecoimoadjustments
must be included?

It should be understood that before that adjustsneatiined in questions 1

and 2 can be measured witha satisfactorgrege of accuracy, the basic
principles of economic evaluation must be clearlgerstood by the analyst?
However, it must also be emphasized that all theggstments are made to

the basic financial data of the project and thehduld always be relatively

easy to check the wvarious steps in tmeethodology which transform the
financial data into an economic appraisal.

Indeed before we know whether a project is likelymiprove the economic

well being of a country, we must know the opponyicbst of the resources

it uses. For instance, if a project does not havec@nomic return equal to

the opportunity cost of government funds, it doesautomatically imply

that the project should not be undertaken. Theeptpjn this light, may also

lead to net social benefits which cabe quantified (but not necessarily
measured in monetary terms) and which y mée viewed by the decision
makers as being worth the sacrifice @&conomic output that the project
entails. For example, the project might distribinmme to a group of whom

the government is very anxious to help relativetteers in the country. It is

here that an important factor must be noted. Agqutajnay distribute income

to a desired group and at the same time, it magase the income of those

that are not favoured. Therefore, bother of thegeames must be noted for

the decision makers to determine the overall @itraness of the project.

SOCIAL MODULE

Here we have another module. The socimodule is concerned with the
identification and, wherever possible, the quanityof the extra economic

impacts of the project. These include the impatthkis project on the well

being of particular groups in society sinceldem does a project benefit
everyone in a country proportionally. Political s should be identified as

well as longer run impacts of the project on thengwnity, which may not

be reflected by changes in income. While this aspkthe appraisal may be

less precise than the financial or economic amalyka project, the social

evaluation will generally be tied to eth same factors that make up the
financial and economic appraisals to be meanindtub sets of questions

that an analyst should ask under this module are:
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What social objectives of the governmermtould this project
potentially assist in attaining?

Who are the beneficiaries of this project and whexpected to bear

the costs?

In what ways would those who benefit from the pcojeceive those

benefits and how would those who bear the cost pay?

What other political or social impacts would thieject generate?

How?

By what alternative way (and at what costs) coh&lgovernment

obtain social results similar to those expécfrom the project or
programme?

However, you must bear in mind that there two vemgortant principles in
evaluating the social impact of a project:

a.

b.

the reasoning should be clear as to how this preyéicproduce the

desired social impacts

as the government is wusually undertakingany projects and
programmes to reach its social objectives, we roosipare the cost
effectiveness of this project with at lest a benrk of the costs

which are incurred by the other policy instrumeantailable. Only if

this project is as cost effective as other projacid programmes in

achieving the social objectives should aadditional benefit be
attributed to it.

Most importantly, you must remember that the sejuEstions which

have been outlined for a financial — economicsciad@ppraisal of a

project makes it clear that its aim is to categodests and benefits

from the point of view of society as a whole.

some costs and benefits will be financial and diyegenerated within

the project,

others will be identifiable but measurednd/or valued with
some

degree of uncertainty. In particular, we shouldl®misled by the

apparent simplicity of the net economic or socralsence expressed

as real numbers.

3.8 FEASIBILITY STUDY

Now that you have seen all the modules necessdry followed in a
pre-feasibility study, it is necessary to alsosidar what follows.

After completing all the modules of there feasibility study, the
project must be examined to see if it shows promisaeeting the

financial, economic, and social criteria that thk@ernment has set for
investment expenditure. A sensitivity analysis tlhiesmade on the

project to identify the key variables which detammits outcome.
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3.9

4.0

You should remember that the function of the faésgjlstage of an
appraisal is to improve the accuracy of the measoir&ey variables
if the project indicates it has the potential foceess.

It is at the end of this stage that the most ingodrtlecision has to be
made in the order to know whether the project shbel approved.
You will agree that it is difficult to stop a badoject once sizeable
resources have been committed to prepare the etbtaithnical and
financial design of a project, it takes very co@mgs public servants
and politicians to admit that it was a bad idea.

THE DETAILED DESIGN STAGE OF A PROJECT

An appraisal is the point where the accuracy ofdidta for all the previous

modules is improved to the point where an operatipfan of action can be

developed. You should understand that not onllgesphysical design of the

project completed at this stage, bute thprogramme for administration,
operating and marketing is finalized.

When this process is completed, the project isnaigaiiewed to see whether

it meets the criteria for approval and inceptidrit dloes not, then this result

must be forwarded to the appropriate thaities for final disapproval or
rejection.

Exercise 5.3

(1) what are the principles involved in evaluating sloeial impact of a
project?
(i) Describe briefly the detailed design of a project?

CONCLUSION

In this unit, we have learned that pre-feasibiktyan essential component of
project planning design and implementation. Thé nmist have taught you

how to assess the overall potential of a projedttha necessary criteria to

follow in order to come to this decision. You mbstvever, note that pre-
feasibility study demands an integrativapproach which must combine
various combinations — economic socialolitipal, manpower and
administrative etc — It is also important for yauoear in mind the fact that

the pre-feasibility stage is the foundation toodiier stages of any project and

as such it must be planned and executed with utaipsttivity and sincerity

of purpose.
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5.0

6.0

7.0

SUMMARY

What you have learned in this unit is the natuh@yacteristics and contents
of a pre-feasibility study. The unit has also idoed you to the six basic
appraisals to be considered in packaging the @sifity study. In addition,

the unit has indicated that the pre-feasibilitydgtis a step that must be

followed in writing the feasibility study. In subguent units, you will be

taught on other stages of project design and im@htation.

FURTHER READING

(1) Abubakar, H. I. and Nze, F. C. ( ) “Guidelines To

Project

N Evaluation Analysis and Management” (A documenpared for the

(if) Niger State Local Government and Cooperatives Minna
Clifton, D. S. and Fyffe, D. E. (1997“A Wiley-inter
science
publication” — John & sons New York.

(i) Kayode M. O. (19979) The Art ofProject Evaluation (lbadan
University Press)

TUTOR MARKED ASSIGNMENT

(@) Define Pre-feasibility study of project?
(b) N List the pre-
(c) feasibility module
O of a project?
U Analysis the
N economic module

of pre-feasibility
study
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UNIT 6

Conducting Feasibility Analysis
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Further Reading

Tutor Marked Assignment

1.0 Introduction
In this unit, you will learn about the feasibilsyudy. The unit will
start by providing you with a working definition affeasibility study.
The unit will also explicate the nature of the fbdisy study. As you
progress through the unit, you will learn the bat@mnents which
define and characterize the feasibility study. Ywlialso learn the
various stages of the feasibility study which représ the strategic
study which represents the strategic mla conception
anticipation of project implementation.
2.0 Objectives
The end of the unit, you should be able to.
o Define and understand what a feasibility study is
0 Recognize the strategic importance of feasibgitydy in project
implementation.
o Explain the elements of a feasibility study.
o Discuss various stages which a feasibility styokys through.
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3.1

3.2

3.3

o Construct diagrammatically the stages in feagstudy.
Definition

A feasibility study can be seen as the investigetodetermine the
viability, desirability or practicability of an umdtaking. We can also
take feasibility study to mean the possibility tisabased on an idea
which asks the fundamental question as to whetheotothe project
will work after an adequate time to gain neces&aowledge of the
project has been given.

In any feasibility study, you must be able to atgarthe profitability
of success or failure of the proposed programmelhviniay be a new
or an existing enterprise.

The Nature of Feasibility Study

You probably know that different variables deterenihe success of
failure of every project. Therefore, any feasigibtudy must explore
every alternative available in determining the ab@conomic and
political climate favourable for active and effeetimplementation of
the proposed project. You may now see silfddy study as
forecast of things that will most ligel occur when
project

becomes operational. The feasibility study will y&u the complete
story of the reason, time, and means of a proppsgect.

I Financing is available.

ii. Local services to support the project are aldé.
ii. Raw materials can be readily sourced.

\2 Social consequences are acceptable.

V. Political support, if needed will be forthcoming

Elements Of Feasibility Studies

As you must have realized, a feasibility repoexpected to provide
specifications, figures and perception on the mtdje be embarked
upon. It therefore seeks to provide answergjuestion which are
likely to be raised along major elements. Such tjores include:-
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3.3.1

I What is the nature of the nature of the projeciatwiill it
produce, on what scale?

i. How much money will be needed to get the projeatstl and
run; and what will be the sources of such funds?

ii. What benefits will be the project bringabout, will it

be
profitable to the owner, will it be profitable thet owner, will
it benefit the economy and;

What arrangements have been made to get the pstgetd
and to ensure its profitable operations?

In answering these questions, fourteen fundameilgaients must be
considered.

These are:

The Project Background

This will comprise its historical backgrad that is all relevant

information about the project idea, scope and lonas well as the

fast history of the education enterprise anticigdteure trends in the
organization and the economy. This eldmealso takes into
consideration government control or regafat on the education
institution control or regulation on the educatinstitution. Also as

part of background dfies, you have to know if the proje
is

completely new or if it is an expansion. If newe thackground study
should be able to give reasons for proposing ifpm@onstraints or
incentives to enter the organisaiton. On the offaed, if the project
IS an expansion questions relevant to be askedwill

o Did the initial study recommend it?

o What justifies the expansion?

o Is there any relationship between thHest phase and the
expansion?

Evidence of the past performance of thmoject must also

be
provided. Under the project backgroundhe t following additional
information need to be provided on the organizatioproject:

NOUN
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3.3.2.

3.3.3.

i. The type of ownership.

ii. The share capital.

V. The Board and Management Team,
V. The major shareholders.

Vi. The chief executives.

Operational Structure

To ensure effective management of the project, awe o put up a
well structured organization. In that hlig therefore, the
following

details about the structure of the organizatiorehtavbe provided:

o The way and manner institution wille b managed along
various stages of the project.

o The structure of the organizational structurs i going to be
hierarchical.

o The specification of responsibilities must beadie spelt out to
avoid chaos and wrangling.

o The qualifications of the personnel and trairpnggramme must
also be considered.

Market Prospects

You should note that market survey findings arérgmortant in the
launching of new product that such a study is ofimied out as a
precondition for the preposition of a feasibiligport. The market
studies can be made separate or as a segmentafetadl feasibility
study. Market prospects should provide the follayimformation in
the study.

o level and nature of competition in the markepecsfying number
of competitors..

o Size, geographical spread and the market sharengpetitors in
the market must be stated.

o0 Product brans.
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3.3.4

Uniqueness of products/services renderbg competing
institution.

(@)

o Degree of responsiveness of the society in tefrpsice changes,
0 Religious beliefs income level and changes atagdiastes.

0 Size of the demand.

o Projected market share of the services.

0 Future demand — taking into account future grawatls, current
and future market prices.

o0 Structure and level of the supply esidof education industry

closely linked in analysis with demand projectidins. Private
educational institution).

o0 Proper identification of leading firms irhet industry and their
marketing capacities and strategies.

o

Exercises: 6.1.

1.

Explain the importance of project background.

What structures will you put up to ensure effectivenagement
of the project.

List the information that market prospect shoulovite.

Types Of Technology
You have to relate the proposed project to exgsichnology. A

potential investor needs to investigate adequabelyollowing before
a final decision to embark on the project is taken
o The source(s) and unique nature of the technology

0 The operational cost of the technology.

o The advantages and disadvantages ansadwdintages of
proposed types of technology.

NOUN
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o The possibility of such technology being appliethe particular
environment bearing in mind, for exampleghe availability of

technically qualified manpower locally tooperate particular
machines.

3.35 Sources Of Inputs

This is another important element that you will shé@ bear in mind.
The Nigerian laws make this aspect very importarany feasibility
study/report because the survival of any produgti@tess depends
on regular and adequate supply of inputs.

You need to pay particular attention to the follogvconsiderations
while planning for input.

o Term of purchase or supply.
o Sources of supply.

0 Anticipated fluctuations in prices for a reasdegieriod of time.
o Method of delivery and storage.

o Cost of transportation and storage.

3.3.6 Sales Strategies

Sales strategies involve distraction chémnesales methods,
packaging and related sales activitiess Apart of your study,
the

following should be clearly spelt out:

o Types of channel of distribution the organizaiiotends to use.
o Definition of geographical areas to be coverethensales effort..

o Determination of location of storage deports, Egmmunication
quality discount for the delivery, etc.

o Determination of inceptives free delivery etdbtih buyer and
sale staff.

o Arethe strategies applicable to governmemineml educational
3.3.7 institution in your country?
Capital Investment Structure
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Here, a well calculated cost estimate must beexhout taking into
consideration the variable both in the presentfande. Such total

cost package will include:

o Total cost of the project.

o List of all machines and equipment cost.

0 List of all other items and their tossuch as working capital,
preliminary expenses, etc.

3.3.8 Financial Structure
You would have noticed from the lecture so far tnatell laid out
programme of the enterprise requires a strong ilmhbase on which
to start and continue successfully. An ideal finag@lan would call
for the following information:
o The proportion of local investment to be raidawagh the short
term, medium term and long term loans.
o Evidence of loans already secured or letter tefr@st by a bank to
provide whatever loan.
o Proof of the owners contributions.
o Term of loan already secured or about to be secur
o Documents in respect of the above uirements, where
applicable, should be attached to the feasibiéport/study.
3.3.9. Financial Projections
There financial projections which should cover aqukof at least
five years should touch on the following finan@ttements.
0 The cash flow statement which deals with souacesapplication
of funds.
o The profit and loss accounts which alsle with income
expenditure over a period of time.
o The balance sheet — which summaries the balafiessets and
liabilities on a particular date.
NOUN
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3.3.10.

3.3.11.

3.3.12

o Itis also important to provide information on:
o Profit margin

0 Returns on investments

o Capital employed

o Dividends declared and paid

o Earning per share, etc.

Socio Political And Economic Factors

Socio-political and economic factors have significanplication on

the performance of an economy and tharious industries.
Such

factors must be carefully analysed particularihd proposed project
involves foreign participation. Therefore, effeofghe existing fiscal

and monetary exchange limitations, nature of tHeigal and social

climate must be put into consideration.

Exercise 6.2
What innovation is expected for an ideal finanpiain?
What financial statements are expected from firenmojects?

What is the relationship between socio-politicaboonomic factors
on the various industries?

Assumptions

It should have been clear to you by now that feltsilstudy is based

largely on assumptions. Such assumptiondien made should
clearly stated and explained so as to know whetaiceassumptions

have been overtaken by events. There is a tendenbgginners in

preparing feasibility reports to make assumptidrag are far fetched

and often noticed in the report preparation.

What assumption will you make if youwere to build a

private
university in future?

Data Verification
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3.3.13

3.3.14

3.4

3.4.1

Particular attention should be given to the gemamaanalysis and
verification of relevant data to be used in theorép

Sensitivity Analysis

You should note that change is constam any project
implementation on scheme. Therefore, due to somstant changing
variables in the economy such as change in incend, ltaste and
preferences of consumers, government regulatianst & necessary

to carry out a sensitivity analysis to reflect #ifects of changes in

key variables on the viability of the project.

Overall Assessment Of The Project

There should also be an overall assessment ofrthecpwhich must
reflect the following:

o The expert findings based on the entire rep@parmation.

0 The expert’'s recommendation as to the feasihiidpility or non-
feasibility/non viability of the proposed projeétn expert worthy
of his reputation should be bold enough to adviskeat honestly
about when a project is feasible and viable andwhis not
based on his detailed and honest analysis.

Exercises 6.3
1. Explain sensitivity analysis as relates to ptje

2. What do you expect in the document of assessaient
project?

Stages Of Feasibility Study

In this section, you will learn that the analysisagroject involves a
certain number of stages during which the varidesients of the
project are prepared and scanned in order to ackions. These
stages are:

Identification Stage
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This is the starting point of a puaje analysis. This stage

also

established the objective to be attained by thgptoThis objective

may be to prove that it is possible and desirabkedd a piece of

equipment to the existing plant to addhore classrooms to
manufacture a certain product or groupf products or to utilize
certain resources.

NOUN
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_ information  concerning
Preparation Stage availability of main human and material resources.

In this stage, a decision mugt An estimate of necessary investment and cospefadion.
be made as to whether it is
advisable to 0 An approximate estimate of profit.

examine in detail the . .
feasibility of the project and® Statement of anticipated major problems and tasks

S0, to define the _
scope and estimate the cosfdRrlysis Stage

subsequent want to ensure
that the What is of importance at this stage is that théowsralternative in

project is of sufficient marketing, technology, and other considerationstiestudied. For
interest in the technicd particular project, you may notice that there fa@ynore than one
economic plane to possible technology to evaluate, and such fac®gant size, capital
justify an in-depth studyavailability, availability of raw materials as wels labour skills and
that is that a feasibilitgvailability should be considered.

solution can be
anticipate. The analysis of the feasibility of a project yowshl note, can be

conducted at different levels of effort with restseio time, budget
This stage should include: and personnel depending on the circumstances. Adlevenstudy of

this stage contains a market, technical and firsaeialysis and is
0 A description of the referred to as an economic feasibility study.

market.

o An outline of

training process and 118



3.4.4

3.4.5

3.4.6

3.4.7

Evaluation And Decision Stage

Decision as to whether or not the project will mpliemented must be

made at this stage. For the institution, the sseidenducted during

the analysis stage of the project ptevi an assessment. And
if

positive results are obtained, the organizatioseéking financing,

will want to prepare an investment msg. The planner or
government official, however, having obtained pesitonclusions

from the economic feasibility study, will want teaduate the projects

social profitability.

Social profitability analysis, it must be pointegt,os an evaluation of

a project’s contribution to the economy and itrignarily the concern

of the government loan officer or planner. The tegbes used to

determine social profitability range fromthe very simple to
the

complex.

Project Implementation Sages

The stages of project implementation are:
I Contracting.

i. Project designing.

ii. Selection of materials and

2 Construction.

Contracting: This is a method of implementation. At this stabe,
project must be defined as contracts.

Project Designing And Construction

Here, the installation must conform with technispécifications and

times schedules specified in the contradfontract specifications
should cover various activities such gweparation of plans
and

detailed technical studies, construction drawiisgs, development,
construction work, deliveries, erection, tracts, étis important for

you to note that the drawing up of contracts dagsatways precede

the preparation of plans and construction.

NOUN
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4.0

5.0

6.0.

The project feasibility analysis flow c¢ha briefly summaries the
feasibility study as shown in Fig. 10.1.

Space for Chart

Fig. 10.1 Project Feasibility Analysis Flow Chart.

Conclusions

This unit on project feasibilty has sdissed the nature and
characteristics of project feasibility whic is defined as the
investigation to determine the viability, desir&ibr practicability of

an undertaken. In the unit, we have seen thatjagirf@asibility must

be subjected to rigorous and objectiyerocesses of validation
by

looking at its relevance and desirability. In thret too, you have

learned that the project feasibility studlays the foundation
for

project implementation. You will have noticed tlo&dhecessity, the

project feasibility must be sufficientlyflexible through the
implementation stages.

Sumamry

In this unit, you have learned that a feasibiliydy is the strategic
planning that serves as the instrument with a ptageconceived and
planned. The unit has provided you with a workiedjrdtion of the
concept of feasibility study and it has also spaltthe basic elements
of a feasibility study. Importantly too, the unave revealed that a
feasibility study has to go through various stagbgh are mutually
interdependent.

Further Reading
Ekpenyong B. D. (1993) Fundamentals &froject Analysis: An

Integrated
Anrnnrnan h Lammanim EAlhi~nati~Amal DAl e Ny DA
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David S. C. and David E. F. (1979) Project Feasybinalysis: A

guide
to Profitable New Ventures. A weekly - Inte
Publication John Wiley and Sons New York.

7.0 Tutor Marked Assignments
1. List the elements of feasibility study.
2. Analyse the stages is project feasibility.
MODULE 3

UNIT 1

HUMAN RESOURCE DEVELOPMENT: IMPLICATION FOR
PROJECT MANAGEMENT

Table Of Contents

1.0 Introduction
2.0 Objectives
3.1 Selecting Practices

3.1.1 Job Analysis

rscience

NOUN

121




3.1.2 What Is Job Description And Specification?

3.1.3 Selection Devices

3.2.1 Interview

3.2.2 Written Test

3.2.3 Performance Simulation Test

3.3 Skill Categories

3.3.1 Basic Literacy

3.3.2 Technical Skill

3.3.3 Interpersonal

3.3.4 Problem Solving

3.4 Training Methods

34.1 On-The-Job-Training

3.4.2 Off-The-Job-Training

3.5 Organizational Responsibility

35.1 Employees Responsibility

3.6 Performance Evaluation

3.6.1 What Should Management Evaluate?

3.6.2 Who Should Evaluate An Employee’s Performance?

3.6.3 Methods of Performance Evaluation

3.6.4 Potential Problems

3.6.5 Ways of Overcoming The Problems

3.6.6 Providing Performance Feedback

3.7 Human Resource Development And Project Management

4.0 Conclusion

5.0 Summary

6.0 Further Reading

7.0 Tutor Marked Assignment

1.0 Introduction
In this unit, we shall be examining the interplaveeen project management
and human resource development. We shall begiayiyig that one of the
most important factors that affect the successdofcBtional project is its
human resources. It is unimaginable to find anylenm of education that
does not involve people — can you think of any?dational procedure is
affected by people who are in turn affected by nganaent decision.
In this unit therefore, we are going to discusshthman resource concern,
explaining its policies and practices andow these can affect important
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organizational behaviour outcomes. Specifical we are going to

discuss
selection practices, training development prograratoe

2.0 Objectives

By the end of this unit, you should be able to:

Identify the key skills for effective training

Contrast job description with job specification

Discuss method of training

Explain career development

Relate human resource development with project gemant.

aprwDdNPE

3.1 Selection Practices

The objective of effective selection in any orgatian is to match individual
characteristics, (ability, experience etc) with teguirement of the job. In an

effort to achieve the right individual job fit is fissess the demands and
requirements of the job. This process is knownofisAhalysis.

3.1.1 Job Analysis

This involves developing a detailed descriptiothaf tasks involved in a job,
determining the relationship of a given job to otjebs and ascertaining the
knowledge, skills and abilities necessary for aplegee to perform the job
successfully.

The following are some job analysis methods:

Observation method, individual interviewednethod, group interview
method, structured questionnaire method and teahcimference method.

The information gathered by using one or more e$éhjob analysis methods

will enable the organization to create a job dgdimmn and job specification
scheme.

3.1.2 What Is Job Description And Specification?

We can define job description as a written statéroEwhat a job holder
does, how he does it and why heesdoit. The job description should
accurately portray job content, environment andddé@mns of employment.
Job specification, on the other handan c be defined as the minimum
acceptable qualification that an employee mustgxsst perform a given
job  successfully. The process also idiesti the knowledge, skills and
abilities the characteristics of t jolbut job  specification identify

. .

charactarictine 1
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3.1.3 Selection Devices

Selection device is a method or instrument for iolotg information about
job applicants on which can help the organizatmddtermine whether or

not the applicant’s skills, knowledge and abiliteee appropriate for the job

in question. Below are some of the selection devibat can be used by any
organization: application forms, interviews, emyphent tests, background
check and personal letters of recommendation. Battiese will now be
discussed in turn.

3.2.1 Interview

You are no doubt aware that the interview contirtodse the most frequently
used in any organization to differentiate candislatd his makes it to carry a
great deal of weight because not only is it widedgd, but its results also
tend to have a great amount of influence on selectecision.

You should also note that the unstructured mammeshich the selection
interview is frequently conducted affects the sgateng of the candidates.
The unstructured interview is short in durationdeap of random questions
and has been proven to be an ineffective seledgeite. It is even generally
believed that the data gathered from such interwiang typically biased and
often unrelated to future job performances.

In other words, we should use standadli set of questions, providing
information and standardizing the rating of theliapts’ qualifications, the
variability in results across applicants is reduaad validity of the interview
as selection devices is greatly enhanced. ita spthe weakness above,
evidence indicates that interviews are most vakifdil assessing applicants’
intelligence, level of motivation and interpersoskills.

3.2.2 Written Test

Typical written tests assess intelligenceptitude, ability, interest and
integrity of the applicant. However, ifwe take a look at our society
nowadays, it will be discovered that isthtest is unpopular because it is
characterized by discrimination such that many imgdions cannot validate

such tests as being job related. Adaid and done, the written test is a
particularly good predication for jobs that requitgnitive complexity.

3.2.3 Performance Simulation Test
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This is a logical way of finding out if an applidazan do a job successfully
by having him or her do it. Performance simulatiests consist of working
sampling and assessment centres.

Working sampling is creating a miniature replicaagbb to evaluate the

performance abilities of job candidates while Assasnt centre on the other

hand is a set of performance simulatidests designed to evaluate
candidate’s managerial potential. Workingampling, compared with for
instance written aptitude and personality tests,draved to be very reliable.

On the other hand in Assessment Centres, line @xesusupervisors and

trained psychologist evaluate candidates as thekirgogh two or four days

of exercises that formulate real problems that theyld confront on the job.

This strategy has demonstrated results that priedétjob performance in

managerial position. Do you know any of such ceimtidigeria? Will you

advocate for this kind of centre to be establishedigeria?

3.3 Skill Categories

3.3.1

3.3.2

When an applicant has been offered the job and Wwhdras worked, there is

need for him or her to develop hiskills further by attending seminars,
workshops and other forms of formal training. Thest by institutions to

measure up to challenges of technological develogsrand other forms of

scientific changes has motivated them to invegel@mounts of fund into

the training and recruitment of their staff. Skisn be divided into three

broad categories. These are basic ligeradechnical, interpersonal and
problem solving.

Basically Literacy

This emphasis the basic knowledge of reading aftéhgskills. As a matter
of fact, this is the first and foremost skill thadlividuals must acquire before
moving ahead.

Technical Skill

This training is applicable to jobs that you calite-collar or blue collar

jobs. The training is aimed at upgrgdinand improving an employee’s

technical skills. You must know that bjochanges to meet changes
technology and improved methods.

NOUN

125

in



3.3.3 Interpersonal

Interpersonal training involves how an individuanker can become a better
listener, communicate his idea more clearly and hewan become a better

team player. Although some of you have excellet@rpersonal skills, some

require training to improve theirs. It is importdiok you to realize that one of

the fastest growing areas of interpersonskill development is diversity

training which focuses on increasing awarenessaiiding skills.
3.3.4 Problem Solving

This skill is aimed at sharpening your logical @@rg and problem-defining

skills. It also helps you to develoghe abilities to assess conversation,

develop alternatives, analyse alternative, anatstdutions. This strategy
will help employees who perform non-routine tasksalve problems on the
job.

3.4 Training Methods

There are different methods for training employ&ékile some because of
its cheapness prefer on-the-job-training, othecaibse of complex demand
for certain tasks and skills prefer training outside work place. We shall
outline some methods for training employees:

3.4.1 On-The-Job-Training

This method involves two things:
i.  Job rotation which involves lateral transferattbnable you to work
at different jobs
ii. The understudy training/Assignment. Thignvolves the employee
working under the observation of an experience wowho acts as
model for the employee to emulate.

3.4.2 Off The-Job-Training

Under this, there are a number of -tleéfjob training methods that
manager, you may want to make available to empkyBee most popular

ones are classroom lectures, videos and simulakercises. The classroom
lectures are more well suited for comwg specific information
employees. This can be used effectively for devatpgechnical problem-
solving skills. Video can also be used to exphcitemonstrate skills that

cannot be easily presented by other haust while simulations
exercises
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(such as case analysis, experimental cesegr role playing and group
interaction session) can be effectively conducteddnsultants or in-house
personnel.

Exercises:
1. List the various skill categories.
2. Analyse off-the-job training as it relates tgamization development.

3.5 Organisational Responsibility

The essence of a progressive career elomwent programme is built on

providing support for the employees so as to coialig add to their skills,

abilities and knowledge by providing the followiagpports:

- clearly communicating the organisation’s goals andre strategies
to the employees.

- Creating growth opportunities in the areaof interest and
professionally challenging work experience.

- Offering financial assistance when the need arises

- Providing the need for employees to learn.

3.5.1 Employees Responsibility

Employees should manage their own cardédee entrepreneurs

managing

small business. The successful career will be builtnaintaining flexibility

and keeping skills and knowledge up to date. THevfing suggestions are

consistent with you as a career employee:

- be honest to yourself

- manage your reputation

- build and maintain your network contacts

- you must keep current by developing your specKiltssand abilities
and that are in high demand

- you must balance specialist and general competences

- you must document your achievements withoirigoproud about
them.

- you must keep your options open by hoping for thet.b

3.6 Performance Evaluation

Performance evaluation serves various [@BEPO in  organizations. Your
management uses evaluation for generalmahu resource decisions.
Evaluation provides input into such inmtpot decisions as promotions
transfer and terminations. It also identifies tiagnand development needs

oz
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performance because evaluation can be useda asriterion against which

selection and development programmes are validEteduation also serves
the purpose of providing feedback to you on howdtganization views your
performance. Decisions on reward allocation fomea who gets the next
pay increase and other rewards are frequentlymated by performance
evaluation.

Exercises:
1. Evaluate organizational and employee respoitssiP

3.6.1 What Should Management Evaluate?

The criterion which management chooses éwaluate when appraising
workers / employees performance will hava major influence on what

employees do. Among the most popular set of catere: individual task
outcomes, behaviour and traits.
a. Individual Task outcomes.
This is when management or the organization evedudie outcomes or
outputs of your tasks.
b. Behaviour.
Although it is difficult to identify specific outane that can be directly
attributable from the actions of individual emplegethe performance of
the group may be readily evaluated with the coaotidn of each worker.
c. Traits. This is the weakest set afriteria but it is still widely

organizations because other criteria afar removed from the actual

performance of the job itself.

3.6.2 Who Should Evaluate An Employee’s Performan€e

- immediate supervisor

- peer

- self evaluation

- immediate subordinate

- the competence approach: 360 degree evaluation

All  of these evaluation strategies affordnanagement the opportunity

to

generally rely on feedback from co-workers, paressiety and subordinate.

It also affords the organization the chance to giege sense of participation

in the review process and gain more accurate rgadigour performance.

3.6.3 Methods Of Performance Evaluation
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An an employee, there are specific methods andigebs for evaluating
performance that you will learn in this section.
a. Written Essays:
This is the simplest method of evalbmti which involves writing a
narrative describing your strengths andeakmess, past performance,
potentials as an employee, and suggestions fomgevement of the
organization.
b. Critical Incidents: Here, the evaluagor’ attention is focused on those
behaviours that are key in making the differendgvben executing a job
effectively and executing it ineffectively.
c. Graphic Rating Scales: This is an aleation method whereby the
evaluator rates performance factors on an incregtheoéle. For example,
a set of performance factors, such as quantityqaiatity of work, depth
of knowledge cooperation, loyalty, attendan list and rates each on
incremental scale.
d. Behaviour Anchored Rating Scales.
This method combines major elements from critinaldents and graphic
rating scale approaches. The appraiser rates thlogee based on items
along a continuum, but the points are examplestofadbehaviour on the
given job rather than general description or traits
e. Multiperson Comparison.
This is a relative rather than an absolute meagutavice in which an
evaluator rates the performance of individuals rgtehe performance of
others. There are a number of comparison methodagmhich, we will
discuss the two most popular. These are:
i. Group order Ranking: this is an eaion method that
places
employees into a particular classification suchyaality.
ii. Individual Ranking: This is an evaluationmethod that compares
each employee with every other employee and raiels ether as
either superior or the weaker measuré the two based on the
achievement of the employee, the supervisor adlobses.

3.6.4 Potential Problems

A number of potential errors can creep into thecpss of evaluation when an
organization seeks to make performancealuation process free from
personal biases, prejudice, and idiosyncracies.eSufrthese are:
a. Single criterion.
This is when, instead of a combination of critetieg evaluator uses one
criterion to assess the performance of an employee.
b. Linency Error.
This is the tendency to evaluate a set of empltyeédigh (positive) or
too low (negative).
c. Halo Error.
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This is the tendency for an evaluatdo allow the assessment of
individual on one trait to influence his/her evaiaa of that person on
the other traits.

d. Similarity Error.
This is when an evaluator rates oth@eople by giving special
consideration to those qualities that they perceitbemselves or giving
special consideration when rating othete those qualities that the
evaluator perceives in himself or herself.

e. Low Differentiation.
This is the situation when the pattern of evaluatiemains the same in
spite of an evaluator’s social differentiation @akiator’s style of rating
behaviour.

f. Forcing Information to march non-performancedesia.
This is when evaluation is based on factorsg geniority) other than
performance

3.6.5 Ways Of Overcoming The Problems

a. Use multiple Criteria. In evaluation a combioatof criteria instead of a
single criterion should be used. The more derpthe job, the more
criteria that will be needed to evaluate.

b. Emphasis Behaviour Rather than TraitBehaviour is a more reliable
factor for evaluation than traits. Suclkraits as loyalty, initiative and
courage may not?

c. Document Performance Behaviour in aari The evaluator may
anticipate the process of evaluation by keepinggy af specific critical
incidents for each employee. Evaluation tends tmbee accurate this
way.

d. Use Multiple Evaluators. As the numbeof evaluators increases the
probability of attaining more accurate informatiso increases because
the average scores of the evaluators will formbihEs of evaluation.

e. Evaluation selectively. The evaluators shoukleate only in those areas
in which they have some selective expertise.

f. Train evaluators. There is no alternative todyewaluators. To make this
possible, there must be room for training of evisaso that accurate
rates can be obtained.

g. Provide Employees with due process. playees should have the
awareness of the parameters for evaluatioThis is possible if the
following are upheld.

I. Individual workers are provided with dejuate notice of what

expected of them.

ii.  All relevant evidence in any violation is aireda fair hearing so that

affected individuals can respond appropriately.
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iii.  The final decision should be based on the enak and should be free
from bias.

3.6.6 Providing Performance Feedback

Employees should have a way of knowing their ratogs to counter their
often erroneous over-evaluation of themselves.

3.6.7 Human Resource Development And Project Managent

4.0

5.0

6.0

One of the most important factors affecting thecegs of a project is its

human resources. From experience, you ldvolhave discovered that
no

matter how viable a project s, ithere are no skilled personn
the

implementation of the project will be difficult ifot outrightly impossible. As

such, as we have seen, it is essential to makespvovfor the development

of human resources on appraising a project. THizigsboth for where there

is scarcity of skilled people as it is for whererthis relatively availability of

the required personnel because people awamic and are changing
constantly as they acquire new experiences. It imigointed out that the

development is not just once but on going.

Conclusion

An organization human resources policies and prestiepresent important

forces for shaping employee’'s behaviound a attitude. Human resource
development form the central part of managemerdumzno matter how

viable a project proposal is unless there are traalhed personnel the project

will not likely be executed properly and succedgful

Summary

In this unit, we have dealt human resource deveéopirand its implication

for educational projects. Human resources poliaresb practices have been

established in the course of our disicus We have also seen that job
specification and description are importardocuments for guiding the
selection process. We have also seen that for ssittgroject development

and completion in education there mubse continuous management
development.

Further Readings
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Robbins S.P. (1999) Organisation Behavio@oncept -
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Controversies

Ekpenyong B.D. (1993) Fundamentals of Project Asialgnd Management:
Heineman Educational Books Nig. Plc.

7.0 Tutor Marked Assignment (TMA)

1. Discuss the selection practices in Human ressulevelopment.
2. Analyse performance simulation text.

3. Explain any positive association between HDR Rrgject Management.

“

ASPECT OF PROJECT APPRAISAL
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INTRODUCTION

We all know that every project we emded on that is
properly

not

appraised, may lead to abandonment apdt us in debt so also

is any
education project. You should realize also thatagperly appraised project is
likely going to attract investors and support frgovernment. This is one of
the reasons why education projects are taken gvtdrebgovernment at times
from the community.

From developmental point of view a soundly appiciseject is often seen

as one with guarantee that resourcesll wiot be wasted if the
is

financed. You should not forget thatesources to finance
development

projects are credits to be reimbursed in futureséhcredits, together with
accrued interests on them, are a heavy burdenviajeng countries and are
one of the origins of the controversial North — ®oeconomic imbalances.

In order to ease project implementation and redioeeisks of debts resulting

from project financing, the appraisal should essiabihe period feasjbifity-b
means of an in-depth analysis of alls aspects in offder tp
its

project

establish
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2.0

3.0

3.1

inability and consequently its acceptapilitis of paramount important
in

appraisal of an education project.

So in this unit we shall be studying appraisal pf@ect in a detalil.

OBJECTIVES

At the end of this Unit, you should be able to

1. Define project appraisal

2. To discuss the major aspects of project proposal

3. Develop a methodology for project appraisal

4. Explain the nature of project management androrgtion.

ASPECTS OF PROJECT APPRAISAL

The project appraisal is a detailed analysis ofdlewing aspects such as:
Technical

Financial

Community participation

Organization and Management

Socio-economic benefits

Environmental impacts

Political risk/interference and projects and sungthility of projects.

THE TECHNICAL STUDY

The technical study is a key area hboin project design and in project
appraisal. It analyses the engineering of techuoitaracteristic of the project

including the design of construction and plants, gthysical aspects of input

and outputs, and the timetables of implementatiollajor elements to be

taken into account are project layout, technologg, @quipment and civil

engineering  works. In a processing dagct for instance. Question to be
answered are:

- What are the dimensions and the characteristittsedouilding housing

the plant in terms of floor area, height and steregpacity? (Bills of
guantities and drawings should be produced).
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- Is water and power supply adequate?

- What are the equipment or machinery and accessmquired and what
are their specifications?

- What special skills are required to manage texilyi the project and
how many unskilled labourer are required at fupaxty?

- What are the technologies used and what berseffiport its choice?

- What provision for maintenance or repair has bheade?

You will agree that the nature of the project wi#itermine the type of know-

how required to obtain an adequate technical stiidyproject. The aim is

to show that the project will work aslesigned, provided that
funds to

purchase the required materials are available. e i33ue of availability of

funds is dealt with in the section of financial bysés.

EXERCISES 2.1
1. define project appraisal
2. List 7 aspect of project appraisal

3.1.1 FINANCIAL ANALYSIS

The financial analysis of a project aims at denmratisty that the project will
not be hindered by financial problems.  The finahstudy establishes the
magnitude of costs of investments, production@rethead. Investment

costs you will realize include obviousiithe costs for land development,

technology, civil works. Plant, equipment and cdtasicy. The production
costs cover such items as materials, energy awoditab

Besides the cost estimates, the financial studyindicate possible financing

sources including the terms and conditions of ¢tredihese refer to the type

of loans, grants, or goods in barteteals, the length of the grace
disbursement period, the level of interest ratetardvay loan is linked to

purchase of goods.

The financial study is the basis for the working ofithe budget requirement

of the project. At the same time an assessmemtopéct output and returns

will be made: This will be the basic for evalugtithe profitability of the

project. It is wvery important for youto note that several methods
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3.1.2

assessment of the probability of the project aeslable. Although the most
casually used is the interest rate of return, thegeother methods including
the present value, the benefit cost ratio, ang#ybdack period method.

Project profitability depends on a comparison afta@rsus reserves using

realistic prices of materials, labour and outpufhese prices are analyzed in
the commercial analysis.

COMMERCIAL STUDIES

The commercial study of a project deals with thalysis of the markets for
inputs, materials, labour and products. The nessu of inputs and their
prices and he management of their supply are eakanthis stage.

Annual cost of materials, manufacturesactdry supplies, utilities and
agricultural inputs are estimated at this stagdne d@stablished price for inputs

and outputs is then the basis for calculating jtejencome, future earning,

cash flows and balance sheets. The task of conmhappraisal is important

because it enables the projects planner to preglictss which are the basic
assessment of financial results.  When apprasingmercial aspects of a

project one problem often you will come to realizeed is the problem of

prediction and forecast. In spite ahodern forecasting techniques
projection of price, yields and output remains allemging task, requiring

ample experience.

A mistake usually made, for example is to ovemeaté the product targets.
Especially, planners and politicians in the Southaiten too optimistic in

seeing project outputs. Assuming that everythiilgwerk out perfectly is

often taken for granted. You will of course agitegt unfortunately, in the
environment of a thirds world county, there are ynanknown factors that

increase  uncertainty. Transport facilitieare not reliable, supply of
materials is irregular and not certain, Foreigah@nge is insufficient to the

extend that there is over reliance on import aedktiowledge in educational
techniques is often insufficient, and extensiowises inadequate. Under

such circumstances, optimism in targetttime only leads to a waste of
resources.
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3.1.3

The task of realistic target setting idlifficult and should be

tackled

accordingly. One way is to consider three altevest the ideal situation, the
normal trend, and the pessimistic scenario. Tisggdeshould be based on
the normal trends unless project, facilities fopiovements of these trends
are planned, only then is optimism justified. As#s costing is concerned, it
is advisable to use current price and to includentity and prices. Yields
and output on project benefits should also be done.

One the technical aspects are designed, and oraogcfal and commercial

analyses are completed, there is stidh important issue to tackle;
organization and management of the project, espeparticipation of the

community in  project implementation, whichis the focus of the next
subsection.

EXERCISE 2. 2
1. What are the necessary questions to ask in whikegkng on
technical analysis?
2. What is the different between financial and comna@spects?

COMMUNITY PARTICIPATION STUDY

Even experience consultants often forgp#rticipation analysis. A
participation study shows what incentiveare provided to project
participants (the target group) in order to shdveg they successfully play

their role in the project. The project is of pijpel importance in developing

countries where communities are often requestsdyply labour, to change

their customs or to contribute freely their labfance or sometimes, their

savings, in order to make a project success.

Participant in a project can include ojpct staff, supplies, government
official, politicians,. Workers, representativesideaders.

All these institutions whose collaboration in thejpct is required such as
banks, consultants, firms, contractors, and eviéeges should be given a
special treatment in project appraisal.
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But the most important of all projecparticipants, and often the

most

forgotten by project expert, are the people sotmbe involved in project
implementation, especially in rural areas. These are often local
communities who are generally the target groupgebga to benefit from

the designed projects. This is where the chailtenigsue of community
participation starts.

How involved are your community in cdogting to UBE construction
work?

EXERCISE 2. 3

1. What do you understand by community participatitag?
2. List the different steps in a project developmerthmdology

3.1.4 DEVELOPMENT PROJECTS: A METHODOLOGY

In this section you will introduce to five stepshish can be followed in
ensuring the participation of the target benefiempf a project. These steps are:

STEP ONE: Familiarization and networking

Once the project area is determined, people whe hamutual interest in the project

are identifies and a network is established to lenatationships between them.

People involved include Vvillage leaderdpcal school teachers, religious leaders,
members of clubs or parent teacher associatidageilelders, influential men and

women in local communities and local experts. his step the data required for a

preliminary analysis of the project is gathered.

STEP TWO: Identification of needs and priorities

Using local knowledge, an inventory of communitiegds is made. Classification
and priority is satisfying these need as estahiish@t this stage, awareness of the
problems and alternative ways of solving themraiged through seminars and
campaign outside expertise is added at this stage.

STEP THREE: Agreement on priority needs and problem solving métods
Through discussions and meetings and eguitty project experts, the project
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participation in implementation of the ojgct to be designed.. This

agreement

includes methods of monitoring and evaluation, fmnch of contribution, which

may be money, materials, labour, attendanof meetings, and involvement in
monitoring.

STEP FOUR: Detailed design on the project:

The project expert design the detailed projecthictv agreement of beneficiaries on

project objectives. Priority needs, chosen metludgsoblem solving and agreed

participation are included. The projeabrganization chart should indicate the
position of the project beneficiaries.

STEP FIVE: Follow-up meeting and on-going evaluation

During execution, regular meetings are Idhebetween participant and project
management. The aim of these meeting is to moaitdrevaluate together, project
implementation and also to carry out educationesfdficiaries on a continuous

basis through seminars and campaigns.

This methodology can be applied to communityvetlgpment projects like rural
water supply, rural house, UBE Worker EducatiorRecent experience of project
implementation especially in the sough has showahshccessful projects are those

which have been accepted and supported by thedooainunity they are projects

which have obtained moral, physical anfihancial contributions from these
communities. It is therefore an important assigntyir whoever is designing or

promoting a project, to imagine strategieto ensure effective community
participation to project.

The project appraisal report should tfewee show how efficient and effective
community participation would be obtained. It l@&n proven, for instance, that

one way of letting the rural communities realizattthey have a role to play in

project implementation, is to involve ihme right from the start in the project
planning, process that is, through all the stegh®fproject cycle.

But more importantly, the key to success is to imedhem in the identification of
needs because, a project is an answer to peopds.nekherefore, those who feel the
need, can best establish the priority projectssaich they can give their moral
support, their labour, their money or other conitidns.

In school projects such as expansion of classeglysof rural housing, any
project has a disturbing effect on the socialdiféhe rural community. A
WeII planned prolect Ieads to the achlevement okfits to the target group
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by social benefits, it is generally accepted tlragpammes with relevant
social benefits to communities should be implem#iatea priority.

However, you will really agree that the attitudettod beneficiaries could be
negative because of lack of awareness of what tiohe. In this case,
community development agents have an importanttooday, namely the
one of educating the target group.

It is therefore advisable that the planning proadss process of a project
starts right from community, It is also benefidialthe people that a project
be “people centered” and not “technology centregieeglly rural areas.

In addition, the project planner should make sha incentives are provided

to people so that they find it attractive to cdmite to project execution. This
should be studies in project appraisal. Onceegiras to ensure peoples
participation are planned, the problem of managé¢mmed organization of
projects become alleviated.

EXERCISE 2.4.

Do you have such arrangement in your village omt®w

3.1.5 PROJECT MANAGEMENT AND ORGANIZATION

Without adequate management and organization, lyould realize that no
project can produce the expected results. thus essential that project
appraisal makes a detailed analysis of projectrizgdion and management.
This analysis should aim at answering the followdggstions;

- Is the organizational set up of the project adée(R

- Will the project be provided with competent pensel to manage it?

The first question is about the progbseorganization chart of the
implementing agency. This appraisal stiouktudy how to make the
organization of the implementing agency adequatais latter question aims

at ensuring that adequate project staff can beitedrlocally or else where,

No matter how well planned the project is we albkrthat without adequate,

appropriate and well qualified staff the implemeiotaof the project will be

hampered. So the problem of project staffing searsany other questions:
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o Is the local manpower market rich enough to provieproject with
he required personnel?

@ If the personnel is available on the local markat) competent staff
recruited freely?

a Should the staff be required locally or not?
@ What is the implication of recruiting project mamye from foreign
countries?

The right answer to these questions ftke one, which will result

the

assurance that the project will startp, uas planned, will be satisfactorily
implemented and will operate continuously after pinoject period. You

probably have discovered that many projects in ldgueg countries stop just

after the foreign project personnel returns honvghy does such a situation

arise? This is among other reasons, because maaagsicapability is taken

for granted in such a way that even project aparasuld not pay enough

attention to the managerial aspect of the project.

But even if the right staff is available their sass will depend maostly on the
institutional set up, which is the relationshipvegn various organization
involved with the implementing agency. Appraisthg project organization

therefore includes appraisal of projecelated institutions like subsidiary

companies, ministries, head quarters, banks, teehspmpanies and others.
Some of the questions to be answered by such aniaplare:

- What are the main regulation or procedures tooin order to obtain
the services required by he project?

- What are the policies that could become obstdolgsoject success and
which project design can alleviate these constfains

When policies are too rigid, a policy change mighta condition for project
viability. The project designer should investigdte acceptability of such a
change.

Once the right institutions to facilitate projestglementation are available,
, i i i the




OUN

141



project. In practice, it is difficult to find magers of required qualities in
developing countries.

Although a small number of highly qfieil graduates from various
universities and high training institutegan be found they often have
insufficient experience to manage large project&overnment institutions

usually absorb those with extensive erpee or they are given pedical
positions.

Thus, only few qualifies and experiencethanagers will take up senior
management posts in development t project andibaljequate incentive
scheme of incentives, these professionals wilhledficient and uncommitted.

Management appraisal should look into thecallion of resources to all

project components involving cost of dxipge personnel. Too costly
expertise should just not be hired if equally cotepeand less expensive

local expertise are available. It is also advs#iiat equal incentives be

given to equally skilled labour, irrespective oé ttountry of origin of the

expert in question. In universities, expatriate asually employed in some

departments e.g. medicine, in many countries, tiseendency to deny local

experts sufficient incentives and there is themsfan artificial shortage of

competent managers.

Developing countries are partly responsible fos tiecause of inadequate

planning for personnel incentives, manpowemisallocation and political
interference in management.

By political interferences in management is mehat the appointment of

managers is often based on politicalterests, rather than competence.
Managerial appointment should be a famcti of competence and
commitment, not a function of race, béri creed or political opinion.
Appraisal of management and organization of a ptgkould be seen as very

important because only adequate management willtiesefficient project

implementation, greater project benefitsnd a eventually harmonious
development.

EXERCISE 2.5
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Explain project management and organization?

3.1.6 ENVIRONMENTAL IMPACT

The environmental impact upon an educational egtapay be within the
educational organization itself or from outside. e ¥hall be discussing this in

another unit; the impacts is thereforelassified as internal environmental
impact.

An organizations environment is made up of thosatirtional forces that are
outside the organization and potentially affectdhganizations performance.
These forces of institution may be suppliers ofgbmaterial contractors,
government regulatory agencies public pressuragogetc.

3.1.7 SOCIO-ECONOMIC BENEFIT OF EDUCATIONAL PROJECT

4.0.

The socio economic aspect of schooling has beeargsed on from various
countries especially in developing countries. onfisuch findings we can
infer that schooling was perceived as a burden ast families especially in
the rural areas both because of the direct coss$ @ed travel expenses) and
the loss of the child contribution to householddarction and income .

So socio-economic variable must be pigpemundertaken and awareness
campaign must be embarked on Dbefore aegucational project as socio-

economic factors has practical implication foueation project especially
for secondary or tertiary education.

CONCLUSION

In this unit, you have learned that project appiasan important component

of project implementation and execution. You have also learned that
appropriate project appraisal helps in the elimamadf waste and helps to

attract adequate funding through the assurancet ipadrantees about the

avoidance of wastage and duplication.  Projectagpgls, the unit has also

revealed, helps in bringing about contr@nd regulation in projects
implementation. You will need to combine in sigh&ned in this unit with

preceding units and integrate it into units that feilow.
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5.0

6.0

7.0

SUMMARY

Thus this unit started by discussing the meanirtgfanctions of project
appraisal. You will have learned that in projgmpraisal feasibility study
weighs the viability of the project with a view determining acceptability.
Project appraisals, the totality of all parametdfscting the project are
considered. These include technical finance aac¢dmmercial aspects. In
general terms, project appraisal, is the criticallgsis of all feature of the
projects for it success.

FURTHER READING:

Ekpenyong B.D. (19930 Fundamentals of projectsyaigalAn Integrated
Approach (Heineman Educational Books (Nig. Plc).

Gittinger J.P. (1976) Economic Analysis of Agricull Project. The John
Hopkins University Press Baltimore and London.

Halidu LA. and Festus C.N. ( ) Guidelines tojpct evaluation Analysis

and Management document paper prepared for the Bligtee
university for local government and co-operativdsina).

Ovwigho Y.M. (1991) The Theory and practice of Ealion Planning in
Nigeria. (Think Publishing Co. Ltd (Kaduna)

TUTOR — MARKED ASSIGNMENT (TMA)

How will you define project Appraisal?
What are the steps to take in involving the comyunithe

education project in their locality?
3. Analyze the likely problem of project staffing?
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1.0 INTRODUCTION
Effective and efficient implementation soles are essential for the
successful execution of projects. You have howgwabably witnessed the
failure of most projects in Nigeria due to pouplementation. It goes
without saying therefore, that implementation sdquiby a fundamental role
in the execution of a well designedduaational project. You should
therefore know that the successful imm@etation of any project will
involve the understanding of the details in thecpss, and the recruitment,
selection and placement of effective ienpéntation about the scheme
should in turn be equipped with detailed informatatout the objectives,
activities, resources etc for achieving or reatizine project.
In this connection, we shall, in this unit be ptacemphasis on the logical
process in project implementation.
2.0 OBJECTIVES
At the end of this unit, it is hoped that you viaé able to:
. Define implementation.
. Analyze the principles involved in implementation
. Analyze the essential factors of implementaticocpss.
. Explain the factors that affect themplementation of educational
projects.
IMPLEMENTATION OF PROJECT
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3.1 DEFINITION OF IMPLEMENTATION

Implementation can be defined as the activitiese@dout in the light of
established policies or projects.

3.1.1 ESSENTIAL FACTORS OF IMPLEMENTATION

There is essential factors that can guide youerirtiplementation process.
They are identify to be :

[ Clarity and specification of the projéctbe implemented

i. The establishment of an effective implementatiqgaaization

i The identification of an effective implementatiomganization.

v A study of the environment kit which the project is

to be
implemented.

I need to emphasize here that an wateq knowledge of the
implementation environment and implementatioorganization are
pre-requisites for effective project impkmation (Igunnu 1991
quoting Oladipo 1963) buttressed the Ladipo’s waylconstructing

an overall model for the implementation processsoAlgunnu 1991

quoting Meters and Horn 1975), we all know thatphéh between

policy independent variable which are in many cdg@othesized to

be virtually interactive and objectives.

[ Policy standard and objectives
I Project resources.
ii Characteristics of the implementation agenc

\Y Inter- organizational communication and eoément activities.
% Disposition of the implementation and
Vi Economic, social and political conditions.

The last variable is something of a catch — akgaty and generally may be
see as equivalent to the concept of environment.

The policy variables are concerned with statedgyaall available resources.
The focus on implementing agencies embrackesth formal and informal
organization while inter-organizational conmmation and enforcement
activities _cover _relationships within pwml#l system and with target
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3.2

population and you should equally know that theugoon disposition of the
implementors directs one to study the orientatibthose who operationalize
programme:

Exercises: 3.1

1. Define implementation of project
2. Explain the essential factors of implementation.
3. Analyze Meter and Horn’s model of implementation.

PRINCIPLES OF IMPLEMENTATION

In this section, we shall consider five major pihes of implementation.
Although there are more, these five are considerdx the main principles
that best illustrate the implementation of educal@rojects. In reflecting

on the principles of implementation (materials, r@agh and beliefs), and the
factor affecting implementation interact in anyegiveducational institution

as a system of variables.

3.21YOU SHOULD ALSO KNOW THAT IMPLEMENT ATION IS

3.2.2.

3.2.3.

PROCESS AND NOT AN EVENT.

It is self defeating for us to think of implememt&t as completing one task
or event, forgetting about it and proceeding torteet one. You must admit
that implementation occurs gradually or increméytaer time- usually for
some years (for most significant innovations), dgnivhich time all factors

must be continuously addressed by you.

ADAPTATION OF INNOVATION.

The innovation will get further adapted and modifauring use. This may
be either a good or bad thing depending on he atlaptand he solution but

it should be noted that adaptation will happen.daptation is said to be a
good thing if it improves the fit of the innovatiom the situation, or if it leads
to further development, specification oother improvements in
innovation.  You must always use your expertisadopt a good thing for
further improvement of the project.

IMPLEMENTAION IS A CESS OF BOTH PROFESSONAL
DEVELOPMENT AND GROWTH.

You are to see this principle at oncas a highly personal and a
experience. Itis a personal experience becauséhié individual who in the
final analysis make change both in practice antfliimking.  On the other
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hand, implementation is a social experience beceffisetive personal chage
can only occur in the content of the process ofadiaation.

3.2.4 IMPLEMENTATION PLANS INCORPORATE SEVERAL
FEATURES.

We all know that most processes encesipamore than one

feature.

Therefore, the institutional plan intended to guadéon must incorporate

several features. These features on the other, haust be based on the true

to the principles being discussed, arelen more. Apart from this, the
features must systematically address the threesimgahtation outcomes.

3.25 YOU HAVE BEEN TOLD THAT 100% IMPLEMENTATION OF
PROGRAMME IS NOT POSSIBLE AND MAY NOT BE NECESSARY

However, an effective implementation plan is one/inch the process and
outcomes positively impact on more people than theyld be if such plans
were done in other ways or left to change.. Indéedy experience, | will

like to tell you that in most cases, anew plandgiabout more and better
improvements than the previous plan. Wmeay thus measure the
effectiveness of a plan by comparing process maderasult of using it with
previous approaches. We may not measure thisrnimstef whether such a
plan solves all the problems — This may never accur

3.2.6 MASTERING PROJECT DOCUMENT

The project manager has the prime role the process of project
implementation as it is his duty to understandpiggect document. The

project manager should study all details inclugingject appraisal reports,

drawings, maps, charts, bills of quantity, loantcact and various project —

related agreements. It is important tpoint out that mastering project
documents is a prerequisite for successful prapeptementation. Indeed,

any attempt to implement a project thas not wunderstood can
lead to

avoidable failure.

3.3 TASKS OF THE PROJECT MANAGER.

3.3.1 INITIATING FINANCIAL MANAGEMENT

One of the flrst tasks of the prolect manager i&ke sure that project
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the nearest bank and design record books for expead The financial
regulations used by project staff must be prepatelde appropriate stages.

3.3.2 PUBLIC RELATIONS

As you have been told, a project is never a oneshan. It involves people

of various groups -— the target popalati project personnel, banks,
government officials, party officials, elected repentatives, suppliers, the

union of workers, the legislatures, the media efanong these groups, the

project appraisal report might have indicated th jroject to be executed.

However, if no such indication, is made, it is theponsibility of he project

manager to identify the strategic persortkat can help smooth
project

execution. It is also the duty of the projeetmager to establish public
relations by ensuring that he clarifies the natfrénks that should exist

across the various levels of relationships andaiithof the project.

3.3.3 ESTABLISHING PERSONNEL RECRUITMENT

To start with, it is pertinent to ask the basicsjion:

How will you determine personnel requirement in\geg project?. You can
answer this question by simply stating that a squpeepared should, in the
first place, establish the number and quality affsequired. The best way
by which this task could be handled is for you éfire job descriptions of
all posts.  After that had been done it becomsie#or us to define the

number and quality of personnel needed. You shioeida in mind that job
definition should not be confined to the short texiane; it should, as a
matter of necessity, be related to any possibleéutevelopment.

Clear job definition or “tern reference’will make the task of personnel
selection easy since candidate will be measurathsigthe specification of

the idea person. Once job descriptions are defiivedoroject manager will

know how scarce or otherwise the reguir professionals are. This
information is an important element in the plannrig realistic personnel

budget. Once the personnel requirement is knowlritze demand for the

required posts has been assessed, trenagar can invite the candidates
through an advertisement.

Exercises 3.2

1. List the principles of implementation
2. How will you determine personnel recruitment iniaeg project
3. What are the tasks of project manager?.
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3.4 COMMUNICATION BETWEEN MANAGEMENT AND WORKERS

An efficient manager monitors the effect of motigatby communicating
with his workers. We can assess whether or novthrkers are happy. You

will readily agree that there is a latenship between the mood of the
workers and their outputs.

A second benefit of communication, as you may dlydanow is to afford
management opportunity of giving direction to enyele through praise or
constructive criticism while management can alseire positive pieces of
advice or information.

Perhaps a third benefit of communication with wosks to keep the workers
informed about project development. Failu to properly inform the

personnel about the development of the project ey to frustration which
in turn will be to low productivity.

Meetings should also be held on a regular basieedom should be given to

employees to express their views at hsueeetings. Managers will be
surprised at the level of ideas that can be gemg@tsuch meetings and the

kind of motivation that employees can derive. @an pause for a moment

to imagine an establishment in which no meetingshetd between the staff
and management?

3.4.1 TRAINING OF PROJECT PERSONNEL

The feasibility study of any project should notyoshow the number and

guality of personnel required, it must also intkcatraining requirements.

Where the project report fails to menti the requirement for personnel
training, the project manager should establiskiaitrg programme skills

analysis should help the manager to identify thikssio be acquired by the

project personnel through tailored short or mediarm programmes.

We have discussed a number of motivators aboveou Will agree that a
package of motivation of workers will ensure thecass of he project. As a
matter of rule, employees of the same status shmitglven equal treatment

as far as compensation is concerned. Your exprignNigeria will have
seen that factors such as tribalism, nepotisngiceis and corruption play an
important role in treatment of personnel.

3.4.2 TREATMENT OF WORKERS
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3.5

We have discussed a number of motivators aboveou Will agree that a
package of motivation of workers will ensure thecass of the project. As a
matter of rule, employees of the same status shimilglven equal treatment
as far as compensation is concerned. Your experienNigeria will have
shown that factors such as tribalism, nepotisngicels and corruption play

an important role in treatment of personnel.

TOOLS OF PRA (PUBLIC RELATION APPRAISAL)

In this section, you will be taught a number of ogpts and tools which are
necessary for the success of the PRA method arfd¢he of these tools is
the local community. The aim is to involve maxiipahe beneficiaries in
the learning process which is at the same timevaldpment process.

In the PRA method, the following concepts and t@oésused.
Mapping and modeling

Seasonal diagrams and calendars

Wealth ranking

Matrices, pair-wise ranking and scoring Venn daags
Venn diagrams

Transect walks

Timeliness and trend analysis

Team contact

Triangulation and

Knowledge square

Now let us see how each of these works.

3.5.1 MAPPING AND MODELLING

These methods are used to map out key changesmeeespecially on a

year to year basis. They may be used to showxtmple, change in land

use, soil erosion, tree or vegetation cover, incgereeration opportunity or
outbreaks of epidemics such maps and models wiichsed in analyzing

what has occurred over time in a given communigycaawn by local people

after a short training within the PRA process. #lauaterials for instance,

sticks, stones, ashes, pebbles, tree sseegrains and beads, are
in
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drawing maps and models on the ground. These arapmodels can be
transferred on paper by researchers or local peuthesome literacy skills.

3.5.2 SEASONAL DIAGRAMS AND CALENDARS

By using pieces of stick, women, children and tldery draw histograms on

the ground to represent quantities anmhtterns of rainfall, agricultural
activities, labour availability, periods of off faremployment and outbreaks

of certain diseases.

3.5.3 WEALTH RANKING

This is a method used by local people to rank fi@séhccording to relative
wealth or well being. Ranking depends on theegdatused. Some of the
objects that can be used include stone seed aitsl frithe smallest of these
for instance well represent the poorest household.

3.5.4 MATRICE, PAIR WISE RANKING AND SCORING

These methods are used to compare items of int@r@sbblems confronting
the local communities. The items are compareafjtee upon the criteria
and a matrice is developed to indicate people’sgmion. These methods
are useful in identifying and expressing prioritesl options for action by
members of the community.

3.5.5 VENN METHOD

In this method, the relationship and linkage betwlesy individuals, social
groups and institutions are represented by usiogesiin a Venn Diagram.
In drawing such a diagram, local people are guigitlal a view to enable
them to represent the degree of real overlap astidar how people in the
community relate to important institutions withleetcommunity.

3.5.6 TRANSECT WALKS
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A Transect walk involves crossing an area fromddatre to the periphery.

This are may be a village, a forest or even a regiMany aspects of the area

are then observed. These may include land usefat&mn, soils, topography

and other physical features. Key intticm of these aspects are plotted
graphically on the ground or on a piece of paper.

3.5.7 TIME LINE AND TREND ANALYSIS

This is a method used to map out major changesesdtechniques are useful
when the objective is to show what has happenedtowe. In a community,
the period referred to is generally a year.

3.5.8 TERM CONTRACT

It is important to have a cohesive group of membei=srry out PRA. The
team building technique called “team cacf' aims at preparing

team
members to interact effectively and dfintly with local people in their
communities about their norms and values.

3.5.9 TRIANGULATION

Under this methodology, three items are usuallyartgmt. These are:
- Tools and Techniques

- Unit of Observation and

- Team Composition

Tools and Techniques are the means by which obsamgaof the community

are made. Units of observation on thether hand are yardsticks
that

delineate and define major areas to be observe@xardined while team

composition should be varied by including women arh, insiders and

outsiders. It is important for you to note thaeaentral criterion is the

combination of these methods.

3.5 10 KNOWLEDGE SQUARES

o=z
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The concept of the knowledge square is used t@eoasgs or classify human
relations and perceptions related to acquisitioknoiwledge. The concept
distinguishes four situations.

- we know

- we do not know

- they know

- they do not know

Which can be represented in the “knowledge squal@alj.

Exercise: 3.3:

1. What are the benefits of communication?

2. What is the overall purpose of public relation assgent?
3. List the mapping and modeling methods.

3.6 PARTICIPATORY ASSESSMENT MONITORING AND EVALUAT ION
(PAME)

Under this Unit, we discuss an approackhich puts emphasis

communities. PAME a response to the traditiooptdown development
approach where outsiders first decide the objestdfecommunities and then
monitor and evaluate to judge whether thgeailves were met.
encourages, supports and strengthens communiigggxabilities in order
to identify their needs and objectives.

You should know that this approach is based omdlationship between the
beneficiaries and the field staff on the one hamdithe beneficiaries. PAME
is a combination of three interlinked parts: tloea’, the ‘method’ and the
‘tools’. By wusing the PAME method, veéopment can be
a

sustainable fashion because there is harmony betikeecommunity and the
community.

PAME therefore, is based on the following paranseter
- change in community development

- information needs of insiders

- use of quantitative and qualitative information

- experiment ability and adaptability and

- multipurpose use of PAME

NOUN
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3.6.1 CHANGE IN COMMUNITY DEVELOPMENT

This strategy aims at encouraging local comtresn to be
in
programme designed for their use.  You will dissrathat when outsiders
design programmes for a community results tencetdiscouraging but when
insiders are used they prove to make promisingstew@. PAME therefore is
a new thinking in community development.

3.6.2 INFORMATION NEEDS OF INSIDERS

PAME as has been pointed out as a creative andieglagformation system

based on the information needs of coniti@s. However, there

limitations of the capacities and potentialitieshe knowledge and resources
of the insiders. Therefore, local communitiesuisgassistance in gaining

involved

are

understanding of their political, economicsocial and technological

environment. PAME helps the insiders to formulayehemselves their own

guestions. Such information may also help thegutoj

3.6.3 USE OF INFORMATION

Pame, AS HAS BEEN EMPHASIZED BEFORE, USES QUANTITINE
AND QUALITATIVE INFORMATION. This involves decisiao — makers to
understand the real situation of the local comnyuni¥ou will have learnt

that traditional; approaches based solely omtjasive information have

often been unreliable.

3.6.4 EXPERIEMENTABILLITY AND ADPTABILITY

The PAME method is not a blue print for all comntigs. It encourages the
adoption of suitable approaches to imdliel societies based

experience. The specific use of the PAME method,will agree depends
on the cultural environment.

3.6.5 MULTI-PUPROSE USE OF PAME

on their

c O
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PAME as you might have notice, can be appliedvargety of situations. It

can be applied to community developmeprogrammes such as the
communication of the community schools amolleges, establishment of
libraries and even government projects constructasfsrooms, expansion of

hostels etc. However, success will Hsetter achieved on projects,
programmes or communities which are committed stesnability, self help

and participation.

3.6.6 TIME OF PAME

Based on the process outlined above, you will discthat any sequence can
be entry point for PAME, however, introducing PAMEan early phase is
advantageous since local communities will partipzarlier and for a longer
time thus reading to greater benefit to the comiyuni

3.6.7USER OF PARTICIPATORY ASSESSMENT MONTORING AND
EVALUATION (PAME)

PAME is wused by people at the comiyunilevel. However, it
can be

facilitated by project field staff.  Project Coftamts can also use it where

there is no experience of community participatiodeally PAME facilitators

are expected to respect the culturalluesa of beneficiaries including
indigenous knowledge and creativity of people. yr$figould have an open

mind about the problems of the rural people.

3.6.8 THE PAME SEQUENCE

In this Unit, you will discover that there are $gical steps to be followed
in the PAME method. These are:

- Community site selection

- Patrticipation base line study

- Participation monitoring and on going evaluation

- Evaluation event and

- Feedback or analysis of information and commuiooeof the results

The first three phases deal with siteelection problem analysis and
participatory base line and they are called ‘Assesd’.

cCOoZz
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4.0

5.0

6.0

Exercises: 3.4

1. Identify the parameters on which participatory asgeent monitoring
and evaluation rests.

2. Mention the PAME sequence
At what level is PAME used.

CONCLUSION

In this Unit, we have built on previous lessonglosproject. Specifically, in
the Unit, we have learned that project implemeatatequires an integrative
approach in which the project manager serves iak &étween management
and the beneficiaries of the project. While th@jgect managers sees to the
execution of the project plans, the dfgimg communities are helped to
provide the Enabling environment for the overaticass of the project. For
projects to success, the Unit has revealed, tleatutiure, experience and
orientation of the beneficiaries must be taken odosideration.

SUMMARY

In this Unit, you have learned that efficient implentation strategies are

essential for the success of projects. The Ungtrhave helped to come to
proper understanding of the concept of implementedis well as come to
terms with the principles involved in roject implementation. Very

importantly in the Unit you must havdearned that implementation

is a
process and may not be expected to be completegaticular time. You
would have also discovered that the ebemries of projects are
paramount significance in the process designindampntation schemes.

FURTHER READING

Ekpeyong B.D (1993) Fundamentals of Projectslysmst An Integrated
Approach (Heineman Educational Books (Nig. Plc).

Gittinger J. P. (1972) Economic Analysis of Agitaral Project (A World
Bank Publication: The Johns Hopkins Universitg$3; Baltimore
and London
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7.0 TUTOR MARKED ASSIGNMENT (TMA)

1. Analyze Meter and Horn’s Model of Implementatiom@rks)
2. What is the overall purpose of public relation asseent. (8 marks)
3. What are the parameters of PAME (4 marks)

UNIT 4
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Methods of implementing education Based Project
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1.0

INTRODUCTION

Projects can be classified in variousaysv according to type, nature
method of execution etc. The type of project ak agthe nature determine

to a great extent, the stages of development. eEbence of these stages if

for effective management.

In educational institutions especially imst ones the method of
implementing project is very similar and there @x@ny on going projects in

their campuses as in the Universitie§olleges of Education and
Polytechnics.  Though there are other edutalt institutions but we are
going to study their method of implerthen projects. In  building
construction there are two broad stages:

NOUN
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2.0

3.0

a. The pre contract stage
b. The post-contract stage

The pre-contract stage comprises the pre-tendetesmér action stages of
project development process. The post contragestamprises of contract
execution site possession and planningituak construction, practical
completion and hand-over and finally the defediility period.

OBJECTIVES

At the end of this Unit Students should be able to:

1. State the two stages of building construction.

2. List the various steps to take in implementing ediot projects
in tertiary institution

3. Discuss the actors in the implementatigprocess and
inter-relatedness in their roles.

4. Manage any given project with the personnel inglac

PRE-CONTRACT STAGE

You are going to learn about the following in thiage.

Inception, brief, sketch, design and detail prlfohesign, production
Information and bills of quantities.

At this stage, the bulk of the work involved is édoy a team of professional
referred to as the Design team of Architects, Qtyastirveyors, structural
engineer (Civil), services engineers (mechanicdlEectrical). This team is
charge with the responsibility of full realizatiohthe clients dreams from
inception to final working drawings of Bills of Quty.

3.1.1 THE BRIEF

We have seen the different actors in the web ofémpntation process. We
are going to see here that the project is initisgthe client (e.g. ABU,
Zaria, Kaduna Polytchnic or FCE, Zaria).

The client initiates the project but he is incapatfl translating his dream into
designs or drawings. So the brief is preparedbyatchitect by translating
the clients dream into a design.

NOUN
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3.1.2

The brief include inputs from the Users Departm@&egdemic planning if
any or the Works Department.  The briefs shoutdipe information as
space and circulation requirements, location ofgatorelation to the entire
college. After going through the Brief you shoblkelable top construct an
hypothetical one for your house.

THE BRIEF

Any Dbrief should make reference to aith the College, University or
Polytechnic Master and Action plan depending onirisgtution.

Report on school of education complex phase 1. (kf).

The school of Education complex phase 1 is an peshane storey building
(i.e two floors building).

The complex has the following accommauai as requested for by
various departments in the school of Education:-

Ground floor facilities:

i Counselling centre INr

il Centre for Education Technology INr

il HOD’s officers Nd

v Lecturers’ officers 3Nr for six lecturers
v Store INr

Vi Lecture halls 2Nr

First floor facilities
[ Conference/meeting room  1Nr

il Dean’s office INr
ii HOD's office INr
v Lecturers’ officers 4Nr for eight lecturers
v Lecture halls 2Nr.

The design and estimate for the projeotere prepared by

consultants,
HAMBAS Associates, appointed by the college.

The project was financed by the Education Tax fl@@9 intervention. In
view of the fact that the project was financed ByEthe contract documents
were sent to them for vetting before the awardefdontract based on open
tendering.

The contract was awarded to Samaru tami®n
company at the estimated cost of N16,375,170,60 14 weeks contrac
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period. The project started onxl&pril 1999 and was to be completed on
27n July, 1999. However, the project complexion pémaas extended over

to weeks and the project was completed and hangado the client on 13
December, 1999.

Source: DIRECTOR OF WORKS, FCE ZARIA
3.1.3 SKETCH DESIGN AND DETAILED DESIGN
I. You have just seen what a brief looks like.

In this section we have two types of design tousabout. The sketch
design which is not wusually in detailare drawings constructed by the
Architect to show that she has in mind in a genee.

In the sketch drawing the Quantity surveyors prepdne cost plan allocating
cost limits to the various elements that makeshepdesign and also prepares
the cost check elements.

ii DETAILED DESIGN.

When the design is prepared in gredetal we refer to it as

working

drawings. Here we see professionals at workeastbhitect comes with

detailed drawings, the structural engineer whesponsible for the structural

design of the building drawing and &8 engineers who are both
responsible for electrical and Plumbingravdngs conclude their design.
While the Quantity surveyor also continues with pineparation of the Bills

of Quantities and all necessary ender document.

iii BILLS OF QUANTITIES

You are now going to see how the Bills Quantities arepared from this
example.

PROPOSED LECTURER THEATRE.

Table 14.1 -
Description Quantity Rate N Total
A Excavate 500nt 25.00
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B | Excavate trench depth 299ni 270
(Nnt pxr‘ppding ane mp'rrp)
Il 100 oo £l oo ano
v LJUITTITTIT TITAUATULUT O Iulllll\‘.j UUU||B J_UU
D | Plain concrete in foundation 513 8 000
E | 230mm block wall filled 1100
solid with concrete 287
For the substructure work
AAlarvle ndp

11 r ﬂv‘f\lll’\l‘l\
vvorkoriac T grounay

FRAMES Table 14.2

A Reinforce 20 9,000
Concrete in

Column
B “ “ 8ms 9,000

Raoaanmc

DCTTOTTIS

C 20mm 900kg 380
diameter

IU;I IfUI CCITICTI
D Formwork to | 269m 380
Sides of

columns
E Frame work 251ni 380
to sides ¢f

pbeams

Total bramao
TULlATr T TUATIT T

BLOCK WORK OR WALLS Table 14.3

A 230mm  block| 1267 | 971

wall

b Screen wall 20Nt 1000
Total for

BlocK

WOTK
A ROOFING 831m 2500

0.7mm__Tong
span aluminum
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roofing sheet

B 150 x 50mm600m 150
rafrters

[ 70 v EN nrline, /187m wia)

al £6-%50-pUHirS 184m £0

Total Rnnfing

The most important or predominant items are shawthis figure.

Ceiling, plastering, painting, doors, and windows.
There are different types of ceilings.

Ceiling finishes Table 14.4

A Celotex 610m: 500
ceiling fixed
to timber
noggimns

B 12 x 25 |[1300m 15
mm
timber

C batteries 1300m 40
50 x 50mm
noggins

A Wall Finishes | 900 150
12mm  thick
cement and
sand

rendering om

walls (internal

B and external) | 900m 150
Emulsion
painting on

C walls 71me 260

3 coats of
Galois paint

on doors
and

_ windows
Exercises 4.1

1. Explain briefly the concept brief.
2. What is sketch design and is it different from dethdesign
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3.2

Who prepares bill of quantities?
And what is the bill about.

INSTITUTION'S TASKS

It is theresponsibility of the institutionto check all working drawings

to

ensure that they do not deviate froml the APPROVED SKETCH
DESIGNS and that the cost limits are adhered tdwe imstitution will collect

significant copies of all the working drawings frdhe consultants and the

approximate estimated cost and submit camplete set to the National
Universities Commission (NUC), National Board Teechnical Education

(NTBE) as the case may be.

3.2.1 PREPARATION OF TENDER DOCUMENTS

3.3

This stage of project implementation serves agtheial link between the

executive design and construction stage. The olgective of tendering is

to ensure optimal project cost for the best quanfitvorkmanship within a

possible project period. The Consultafuantity surveyor is to collect
information and drawings from all otheconsultants and prepare bhills of
quantities and tender documents.

PROCEDURE FOR TENDERING AND AWARDING OF
CONTRACTS

3.3.1 AUTHORITY FOR TENDERING AND AWARD OF CONTRACT S

We are going to take further steps toward the impletation of educational
project in tendering.

The tender shall be invited only on the authorityhe Institution Council or
on the authority of a body to whom the council Hakgated such powers.
Tenders will not be invited until the institutiomdcertified that adequate
financial provision has been made for the contract.

The authority of the university or college, in so &s it affects the invitation

of Tender and Awards of contracts may be delegatéde Finance and

General Purpose Committee. The Chairman of theedavg Council or his
representative  will be co-opted as a membefthe Finance and General
Purpose Committee or Tender Board orybady charged with the
responsibility of executing capital projects.

It is mandatory that the following afis will be in attendance

RTTTAY

Finance and General Purpose Committee meetingedaward of gontract

[72)
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a) The Bursar

b) The Director of Works or Chief Engineer
c) The Director/Head of user Department
d) The Consultant Architect and Quantitpurveyor or any other

specialist consultant

3.3.2 SUB-COMMITTES

As

Committee to appoint a Tender sub-conmaitt which will consist

representatives of:

a) The Registrar

b) The Bursar

c) The Director of Works
d) The Consultants

It is this committee that will ensure every Tendas been properly received

and

opened in a regular manner as scpled. Each member

committee shall endorse the Tender Result Slip.

3.3.3 METHOD OF TENDERING

Contracts may be awarded on the basis of openrersidective tenders, or
negotiated contracts. For you to understand ebtttese, they are discussed
as follows:

1. Open Tender

Unless otherwise decided by the competembdy of the
contracts for works, services and supplies shoeldvsarded through

an open tender. Where the competing body has ettod selective
tendering method, the decision and reason wil{/ftedcorded in the
minutes and tender will be invited from at leastese(7) suitable
contractors.

2. Negotiated Contract

It is expected that the Tender Board will on bebéthe institution’s
Governing Council (in urgent cases or where pasitignefits are to
be derived which are recorded in its minutes),ditieat a particular
contract be awarded by negotiation with a namedaots or named
contractors within the cost standards of the instihs.
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The other areas of tender are the procedures &rdafor selection of a

Registrar for contractors for building and engimsgmorks. This entails the
documentary evidence that the contractbes relevant skills, personal,
experience and equipment for the jobyidence of adequate financial
resources and liquidity to carry out the contrdet, contractor’s performance

bond and consideration for current commitmentthefcontractor and his

capacity to undertake additional contracts.

The other areas of the tendering are publicaticemder notices, formal

invitation to tender, form of tender, contract dao@nts, collection and return

of tender documents, opening of tendereparation and tender report,
consideration of tender report and award of contrdtis at this stage that

the document of Administration called Article of iegment is signed by

both the registrar and the contractor with witnesse

3.4 ARTICLES OF AGREEMENT CONTRACT OF
ADMINISTRATION
Signed by the said SIGN
----------------------------- EMPLOYER (CLIENT)
(REGISTRAR)
In the Presence of
NOUN
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3.5

3.6

Address: ------=-=-msosmsmemeee oo eeeeeen
Description:

Director of Works

Signed by the said Signed & Sealed
---------------------- Signed and Sealed with Stamp---------------------
(Contractor) (Contractor)

In the presence of

Description
(A witness from the Contractor)

This is how contract is signed.
The Chief executive (As chief accounting officegrs.  Interim valuation
and cheque is signed by him.

PROJECT EXECUTION

As shown as the contract is signed, constructiork\wwommences. You must
bear in mind that during the construction of thejgct i.e. the stage we are in
now there must be frequent site supervision. Tmtractor's main job if |
may remind you is to translate the drainage tdtyeirough the construction

of the  building, so as the constructiols progressing supervision strictly

should be employed to avoid deviations.

The clerk-of-works is always in the site to aid thecution consultants in
carrying out the normal professional duties. Hosveno large projects like
complexes, the engineers, builders or other primfleaspresence on site is
established in carrying out the normal professicuiglervision.

Project Commissioning

The institution takes possession of the buildirmgrfithe contractor, receives
information and drawings covering such itemas structural design
maintenance procedure, pipe scheme and electaipalil drawing from the
executive constants and equipments supplied.

PRACTICAL COMPLETION STATE

In this aspect, we know that the contractor coresua major phase of his
obligation to deliver when the project is complete@ihe consultants involved

NOUN
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in supervision certify to the completion of constran and inform the client
accordingly. The stage involves the release dfdfahe retention money to

the contractor. At this stage it is advisable #ibtleductions in respect to

the recovery of advanced payments oriyinamade to the contractor be
completed before this stage.

The second phase, defects liability period, ofdtwtractor’'s work on the
project commences and took a period of six monfbscivil engineering
projects. In construction project, time is ofajrdefect liability period, it
counts less on the parties. After the waitingqukthe contractor applies for
the release of his final retention and final carifions, it is another busy

period trying to rectify defects arisingrom any quantity work. At the

expiration of the Defects Liability Period (DLP)etleontractor applies for

final  valuation. Before the Architect repents the final certificate of
completion ofthe client and subsequently ttte contractor, the Quantity
surveyor prepares the final accounts based on whehlient is advised on

the amount to pay to or expect to receive fronctir@ractor as the case may

be.

Apart from all these, the other aspects are asvicl-

Project Control Network — this controlanc be internal or external. The
internal control network comprises of the CaoflegCouncil headed by the
Chairman, the College Management headed the Provost, the user
department or school headed by Dean of School casphy.

The external control network comprises of the Faldexecutive Council

(FEC) headed by His Excellency the president oRbgeral Republic of

Nigeria, the Ministerial Board headed bthe Executive Secretary. The
Government is the ultimate client of a college pebj The user client is the

college.

This aspect also included the part to be playethéyarticipants officers, the
Provost of the College, the Managerial staff, Regn¢éative of the National
Commission for Colleges of Education or EducatioNational Universities
Commission.

The other aspect is the possible dangesf distortion in government
establishment control network. It is pontant to make sure that the
environment is good because just like you knowgdgeavironment breeds

good people and to be specific, good project envirent produces good

projects. Some of the factors that bring aboubdi®ns in project control

network are greed, lack of vision, poor definitiomore urge to commit

fraud, communication breakdown or gap.
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In summary, it takes quite a decentanm or group of individuals
in a

government set up network of control for capitaljects to insist on role

definition and restriction and also to define rpéeticipation.

Post contract services starts: The reotdr is the person or firm who
undertakes the contract to erect and completerttjeqd, the contactor is a

signatory to the contract agreement and receivasi@at for work. He signs

the contract agreement with the client.

3.6.1 CLERK WORKS

After handing over of site to the contractor, thastruction work starts. The
clerk of the works who is the architect’s erectiorsee that it conforms to the
drawings and specifications. He acts as liaisdwden the architect and the
contractor. He is a resident supervisor on site.

Exercises 4.2

Answer these questions:
1. In the planning of a project what are the in$tin’s task?
2. What are the Consultant’s tasks?
3. Can you briefly explain tendering and identiig types?
4i.  What is Internal Control Network?
il. What is External Control Network?

3.7 COMPLETION

When the building is practically completed, thehétect prepares practical

completion certificate of the project. From theedaf issue of this certificate

the defects liability period starts. The defebility period is normally six

months. Within this period, any defects on thddiog would be made good

by the contractor at his own expense.After defects liability period he
becomes solely responsible for the maintenancleeobtiilding.

Project Initiation / Definition Clients sets outjettives / consults
with some professionals.

Planning and resources mobilization Consultantsiamed.
Estimated prepared / budget drawn

Implementation consultants are Hired / Project etext.
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Fig 14.1: The Morphology of building process. Adapted fromigx
2001

Exercises 4.3

1. What happened at completion stage?
2. Construct the morphology of the building process

3.7.1 MAINTENANCE

The client start thinking of the maintenance of ph@ect as soon as it is
handed over to him

There are various ways of making provision foritientenance of buildings.
These include:

All the elements making up the building has différkfe span e.g.

1. Painting — to be done every 5 years

2. Re-roofing — to be carried out every 12 years

3. Electrical fittings — to be changed every 2 geatc.
With the knowledge of future value ofmoney a client can estimate
amount he needs to invest every year so as to takdetomplete re-roofing
in 12 years, etc.

Block work 20 — 25 years — by watching in sequealternate order after
excavate and renovate the building after you mersove the foundation.

4.0 CONCLUSION
Institutions undertake projects to satisfy thegdfic needs. These projects
in most cases are non-profit making but in few ptdase3s are semi-profit
oriented as we can easily observe.
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5.0

6.0

7.0

So for project, to be implemented there are proesiwhich link together to
form a whole which is the project saged. The construction projects

unlike other project implementation are difficuttcait takes longer time.

The methods involved are many and varied with diffi¢ actors at work and

management control at its peak. It is for thisogsthat all hand must be on

deck. The client, architects, engineerguantity surveyors,

consultants and users must work togethes a team to
professional expertise so that the children yebumlwill tomorrow see their

work and call them true professionals.
SUMMARY

In this unit you have learnt about the methodsmgdlementing education

based projects especially construction building/ou have learnt about the
different stages such as the preparation of pirefparation of sketches and
detailed designs and other drawings. You havellgdearnt about bills of
quantities and tendering. Project developmenbleas discussed with you
with real example from one of the tertiary insibas.  You have equally
learnt about the “ceremonial” aspects of giving cantract, eventually the
construction and completion with hand over havd lbaten explained. |am
sure, you will agree with me that the lecture igejinteresting and that you

have been fully involved in the teaching — learnimgcess.
FURTHER READING

N.C.C.E (1992) Capital Projects Implementation @uimr Colleges
Of Education. Ade Clear Type Press Ltd Kaduna

Quirtz W. B. (2001) Project Development: “From Ipten to
Completion and Hand-over”. A presentatiomade

Workshop on capital projects implementation in Febl€ollege of
Education. Oct. 10 - 12. Abuja

Tutor Marked Assignment

Discuss the steps taken in implementing educatsed project.

at

contactors,
inject  their

N.C.C.E
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UNIT 5

PROJECT CONTROL AND SUPERVISION
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1.0

2.0

INTRODUCTION

In this unit, you will learn about the managemend aontrol of educational

projects in institution of learning. Yo know that most institutions of
learning embark on major capital projects sucthaduilding of classroom

structures, the equipping of libraries danlaboratory the construction of
administrative structures e.t.c. But such projeaisid need to be controlled

and managed. Project control is therefore ancagigproject supervision

which is more result oriented and moreechnical and it has to do with
verifying whether the actions carried out in a jgatar educational project

are in conformity with the adopted plan designiringion issued and the

principles established. You will know-that ev@rpject is meant to meet

some desired objectives.  Project control enginashose objectives are

achieved.

OBJECTIVES

At the end of this study in this unit, you shoukldble to:
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3.1

3.2

 Mention the relationship between contraind the management
process.

* List the basic conditions that must be met in otddrave a workable
control system.

» Discuss the sub-functions of control

» Discuss the types of standards in project control

» Explain the distressing trends in project control

» Specify when to initiate project control

« Discuss the basic elements of project control

PHILOSOPHY OF PROJECT CONTROL

Control requires that adequate plans ai@med, suitable standards
developed, and an information system set up thaenéable the educational

project to be tracked during its cycleand supply sufficient data for
comparing the expected with actual performance e dhilosophy of project

control therefore entails that you:

1. Determine the control elements of supervisiom yend to employ
2. Determine the specific tools you will use foguating the control of
the project
3. Determine the feedback mechanism of the coofrtile project
4. Determine the mechanism for ascertaining whaiheot the project
is proceeding toward the objective as planned.
5. Determine any deviations on the project
6. Recommend corrective action or an alternativessof action for
the deviation.

CONTROL AND THE MANAGEMENT OF PROJECT

Now that you know the objectives and the philosopélgind this course unit,

you should know the relationship betweetontrol and the management
process. Control is part of the mamgnt process and the lines
demarcation between it and other manaberfunctions are not clear-cut.
There is always interplay of functions between oardgnd other management

function. This interplay is not only constant ktus also in a circular pattern.

Know also that Ilike planning project ntml is forward-looking. Its
procedures cannot be applied retrospectively atthaiseful lessons can be

learnt from studying the past. Since control 18aad-looking any deviations

from the standard is easily identified and repottethe managerial authority

as soon as possible. Deviation from the plan molesitified early enough so

that corrective action. Can be instituted befamgpess is impaired it is the
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3.3

duty of the manager to play an active part in thetiol function particularly
in deciding on the proper course to take in effectiorrective action.

EXERCISE 5.1

Is project Control part of the management process?
Show the relationship between them.

PRE-REEQUISITE OF A CONTROL SYSTEM

You have been told that project control is the sté@n in making certain

that the project plan is properly executed. itdsy important for you to
know the pre-requisite of a control system. tlHg we mean the things
needed for setting up an effective control systerfirst and foremost, you
must realize that how sophisticated antwl system is depends on
complexity of the project and the ability of thetjiEpants to administer it.

A simple project may require only a few indicattwsietermine whether or

not it is progressing on schedule and within th&rde cost and performance
constraints. A major project on the other handireg an extensive control
system that will identify and report many condisdhat reflect its progress.
Regardless of the complexity of the project howggertain basic condition
must be met in order to have a workable contrdiesys These conditions
include: The fact that the control system projects

1. Must be understood by those who use it and ollziia from it.

2. Must relate to the project organization, as piggtion and control are
interdependent such that neither can function aatetguwithout the
other.

3. Must anticipate and report deviationn oa timely basic so that
corrective action can be initiated beforenore serious deviations
actually occur.

4. Must be sufficiently flexible in order to remaiompatible with the
changing organizational environment.

5. Must be economical so as to be worth the additimaintenance
expense.

6. Should indicate the nature of the correctivéoaatequired to bring
the project back into consonance with the plan.

7.Should reduce to a language {wordpjctures, graphs, or other
models}, which permit a visual displaghat is easy to read, and
comprehensive in its communication.

8. Should be developed though the actiarticipation of all major
executives involved in the project.

EXERCISE 5.2
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3.4

3.3.1

3.3.2

3.3.3

3.3.4

Discuss the pre-requisite for developing a workglotgect control system.
THE SUB-FUNCTIONS OF CONTROL

Another vital Information you need to know aboubjpct control is that it
has sub-functions necessary for constraining agtivi These sub-functions
are:

ROUTING PLANNING

This function is largely routine and osld not be confused with

other

planning functions, which are more creative anaivwe greater time periods.

Routine planning involves collecting datérom project participants and
destructing it by means of classification and pnéstgon into a form that will

portray conditions and trends.

SCHEDULING

Scheduling is another sub-function of control.is ithe specification of dates

and times for performing functions and implementing many sub-plans of

the project. In this case, you are expected tostatie the schedule plan into

actual calendar dates and times. It follows tlat should establish specific

calendar periods for the completion dhe projects and for the orderly
integration of the complex of dates and times reagsfor the execution of

the plan.

DISPATCHING

Dispatching has to do with the release of authdatgict. That is, it has to do

with how to act, when to act and where daot. The authority to act is
communicated to those affected by means ofewritr verbal orders, or

standing orders expressed in policy or procedwalithents.

COMPARISON

As a sub-function of control, this has to do wilke evaluation of completed

actions to see how they conform to the plans ordstadls. Comparison is

carried out by observing data, physical activit@sthe status of human and
non-human resources. So, when you as a projettoden check a project

for conformance with quality specificationyou are performing the
comparison function.
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3.4.5 CORRECTING

Correcting as a sub-function of projeatontrol follows some form

of

comparison. Itis concerned with getting the prbje conform to the goals,
which have been site such as time schedule, ctst, e If you want your
corrective action to be meaningful a frameworkezlistic standards must be
established and actual performance measured agéanstard. Let us stop a
while to examine the role of standards. But betben, attempt this exercise
to test your understanding of sub-function of coltr

EXERCISE 5.3

Itemize the sub-functions of project control
Explain any three of those sub-functions.

3.4 THE ROLE OF STANDARDS

Now that you know the importance of abishing performance must

be

measured against these standards, what then adasda? Standards are

present performance; objectives policies, proceslangl rules are made. No

project can be successfully managed without staisdar The quality of the

project depends upon the realism and authencitiyedf standards. Note that

the careful analysis of the standards require@ foarticular project in its

unique environmédn in what makes the project more istal Take
an

instance with the development of ballistienissiles and the building of a
bundle. The standards of performance used in dpiaj ballistic missiles

are significantly different from those used in blinlg a bridge.

You should also note that it is very important thidject participants take
part in developing the standards. If they doytwél more readily accept
and comply with the set standards.

3.4.1

TYPES OF STANDARDS

Having ascertained what standards are and thedtiffeole they perform, it
Is important that you know the types of standahds$ tan be established.
You are already aware that standards used in pnojacagement are based
on the basic parameters of cost, schedule andrpafce and that each of

noarona reae

theseparametersis-devetoped-dependmngontheessnts of the projects
What then are the types of standartisat you cap establish?

Standards
NOUN




include the following: 181



. ETHICAL STANDARDS

This has to do with the expected behaviour pattefiise project
personnel.

. STANDARD COST

Standard costs are the normative coskmt are incurred in
performance of the function or phrase of operation.

. FINANCIAL ROLE

This shows the relationship between certain itefdgancial data.
An example of this kind of relationship is thatweé&n current ratio
and inventory turnover.

. BUDGETS

The cash budget, or forecast, is a tool of planmihgch becomes a
standard when it is approved.

. RETURN ON IVESTMENT

This is the control used in evaluating overall pobjperformance.

. MISCELLANEOUS CRITERIA

This type of standards can be used to evaluat®tigeterm control
and performance of the project. The criteria lvendd include:

Philosophy and quality of management
Market position

Corporate image

Organization viability

Organization morale

Customers and public relations
Personnel training and development
Innovation and research

Conservative of assets.

EXERCISE 5.4

NOUN

182

the
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3.6

Discuss the role of standards in project contradl @xplain any three {3}
types of standards you know.

NECESSARY INFORMATION FOR THE PROJECT
CONTROLLER

This unit is meant to train you to be a project agaT, you are aware as the
project manager you requires information concerirggcost, schedule and
technology of the project. You also need to hat@mation on anything
that will enable you to take appropriate actiomianaging your project.

First of all, you will need to assess the totalj@gcbas it compares with other

projects in your organization. Making this overalview while maintaining

the proper balance in the daily routinef many competating projects in
difficult. You should review this situation ofteso that you and your team

members remain aware of the total situation.

Secondly, you must evaluate those areas, whictatiefrom the plan. The

system must also report exceptions amuust pinpoint those commitment
deviations which when taken together mlev the greatest threat to
the

project objectives.

Lastly, you must be given the best possible fortefoaigthe immediate future.
Whatever information chosen for control mustalda you to forecast the
future.

In this regard, the information you receive mustiiay a variance in the rate
of change i.e. how rapidly the actual performaneerdes from the plan. A
graph can show present status and previous shatugnless you know the
rate of change, you cannot determine whether oyowiare on schedule.

What the best of information system does is ndetp you from trouble but

to keep you from being surprised when trouble comes

EXERCISE 5.5

What information do you need to have as a projentroller in order to keep
you from being surprised when there is troubltheproject you are to
control?

OVERALL CONTROL OF PROJECT

NOUN




83



In your overall control of the project and whilestproject last, there are
some basic questions you will need to address iy to.

3.7.1 WHEN TO INITIATE CONTROL

Seeing that control must not be over stressedrtpertant for you to know
when to initiate control. Note first and forectsdt control begins when the
first germ of an idea for a project appears indfganization. Thisis a
discernible effort which will require an expendeuwf organization resources
{human effort time, money, physical resources} &atl to an organizational

objective. After a project has beenffically recognized, it should be
reviewed initially and during its lifecycle in order to determine the
following:

1. Whether or not organizational resources areetexXpended.

2. Whether or not adequate progress is being eshiizaccomplishing
the project goals.

3. Whether or not the project should beontinues, redirected or
terminated.

4. Whether or not the project contributes to therall organizational
mission.

Note that control continues throughout the lifeleyaf the project as one of
your organic functions as the project supervis@roject control is therefore
the nerve center of the project and provides adxaonk for decision making.

EXERCISE 5.6

At what point during the execution of the projextontrol expected to be
initiated?

3.8 BASIC ELEMENTS OF PROJECT CONTROL

Before we conclude our discussion on project cominte that there are also
certain basic elements of project control you ningsacquainted with each
project is finite in duration and has schedulet ansl progress as the basic
elements of control as earlier mentioned.

This is a definable end in terms dime and progress although actual;
progress may be difficult to measure. Also, an information system to
appraise the schedule and cost parameterscasitinually necessary. One
information is required. The basic elements ofgut control include the

following:
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1. SCHEDULE CONTROL

This consists of integrating all the schedul in the project including the
overall schedule and the detailed schedules fdr segment of work. These

schedules may be integrated by means FRifogram Evaluation Review
Technique {PERT} Critical Path Method {CPM} or anation of the Gantt

chart. The project control office willbe responsible for seeing that the
project proceeds in consonance with establisheeldstgls, and will keep the

project director informed of potential and actUgdgages. Project controls

will co-ordinate all the schedules with the projpatticipants and obtain the

concurrence of the customer on any proposed changes

The need for good scheduling can hardly be ovesssed. Time is a most

important resource but cannot be purchased. ukusilly possible to get

additional funds, facilties or human oeses, but time cannot be
supplemented. When a schedule slips, the tintéddke project is costly

and is difficult, is not impossible to regain.

2. COST CONTROL

Another basic element of project control is costtom. Cost control has to
do with the organization, administration and contfche cost procedures
necessary for the project. This function integgdbes cost proposals from the
participation organizations into a central confilel. They issue work orders
authorizing the expenditures of funds which shdddlirected to specific

project tasks and specific project ipgrants as responsible for
accumulating actual costs {engineering, eflgyment, manufacturing,
support, subcontractor e.t.c.} and for monitorimg airecting the activities

of the financial management organisation to enthadimely and accurate
accumulation of costs.

The planning function of costs control is to docuairtgstorical costs and to

compare these costs periodically with theriginal estimates {such
comparisons can actually be revealing}. Other important activities are
establishing proper costs, anticipating bfgm areas and recommending
correlation. It includes the determination of thalism of the estimates, to

see whether there are any cost areas that haveolsedooked and to ensure

that the cost estimating is accomplished systeiaatic

3. CONTROL OF TECHNOLOGY

The last basic element of project antrwe shall consider is control of
technology.  Technology is the most difficultarameter of the project to
define and control. The “technology of the projeeters to the state of the
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art that results from the project endeavors amdtéen measured in terms of
the items they include:

* Will the project be completed on time?

» Will the final cost be within the original budget?

* Will the project meet the desired performance ottarestics?, If not
what engineering changes will be required? Wheesdhe project
stand in relation to cost schedule arekpected performance
characteristics?

« What is the interrelationship of cost schedule éesired performance
characteristics? For example, what is thate of fund expenditure
relative to the passage of time?

« What is the customer’s evaluation of progress emptioject?

3.7 DISTRESSED TRENDS IN PROJECT SUPERVISION

From our discussion so far, you will understand tiwentrol management and
supervision means one and the same thing at ledést icontext of our usage.
Here we want to emphasize on the distressing trienpioject supervision/
control

One of the more distressing trends in project mamagt is the tendency to
overstress control; many of the information systextend through many
management levels and require that the projecicgaahts report a large
amount of data. A large number of groups seelonglata. Particularly in
major project cases, leads to proliferation of reguents for information.
This can generate a need to argument the persassighed to the “doing”
and monitoring” groups, since the more time thesnspproviding data, the
less time they have to perform their other tasks.

Another distressing trend is the curreendency to rely heavily on
complicated, sophisticated management systems.reTfia very real danger

here, in that you as the project manager can besonpeeoccupied with the

system that you fail to exercise enough personalag@ment of a project.

You would have observed that control is actually @ersonal nature. Itis

therefore important that you use contraechniques that reflect your
personality as consistent with the complexity @& gnoject.

EXERCISE 5.7

Discuss the two {2} basic distressing trends inj@cbsupervision.

3.10 PERFORMANCE CHARACTERISTICS
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4.0

5.0

Performance is expressed in terms of such factospeed, range, utility,
endurance, limitations reliability, —maintdoigy, transportability and
technical goals. A new product must have an eléwieutility greater than

that of its predecessor and the amount of addéty wéflects the addition to
the state of the art made by that project.

Note that progress in schedule and casin be measured and
through the management information system but wolgy is more elusive.

The most promising sources of information is ttahiecal personnel. The

value judgment and opinions of the technical peoplelved in the project

are the best sources of information ceoming what technology
advancements are represented by the product.

EXERCISE 5.8

Discuss the basic elements of project control
CONCLUSION

In this unit, we can conclude that project contnotl management entails that
adequate plans be informed, suitable standardsagedeand an information
system set up to monitor the suspense in projatieirducation set up. Itis
hoped that as management students, you shall eecabbandle the control of
any construction project in an educational atmosphe

SUMMARY

In this unit, we have examined the main tenetofrol as well as some of

the more subtle factors affecting it. We havaawed the philosophy of

control, some prerequisites for control and somgh@idocumentation that
facilitates the control of the project. We havsoaleviewed the requirements

of an information system; our view has been thatgioject information is

that complex of communications, which vides intelligence about
project. This diagram is a good summation of theas discussed:

THE PROJECT CONTROL SYSTEM
{1}

ESTABLISHIN
STANDARDS

{4} {2}
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6.0

7.0

TAKING CORRECTIVE OBSERVING
ACTION
PERFORMANCE

{3}

COMPARING ACTUAL WITH
EXPECTED PERFORMANCE

FURTHER READING
Cleland 1.0 & King R. W. {1968} Systems Analysiscan
Project Management; McGraw- Hill Book Company Newrk.
TUTOR-MARKED ASSIGNMENTS
There is a phase Il Language complex construatigrour institution of

higher learning that has been embarkegon. As a management
explain how you will control the project.
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Introduction

In this unit, we will examine environntal impact

of
project by environmental impact we mean those dyostboth within the
institution and in the community in which it isclted that jointly affect

and managemen

necessity taken into consideration by ag@ment in planning and

implementing projects for the institution. You whié briefly introduced to
the concept of environmental impact and manageaentell to the three
approaches to environmental impact. In the univel you will learn that

environmental impact can be broadly divided into:timternal and External

— and that both are equally important.

Objectives

At the end of this unit, you should be able to:
I.  Define environmental impact

ii.  List the broad types of environmental impactl &mow how to weight

their relative importance.

iii. Determine environmental impact can best be aggadl for the good of

the institution or enterprise.
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3.1

3.2

iv. ~ Come to a good understanding of the kind dadtrehship which, of
necessity should exist between an ensefostitution and the
community in which it is sited.

Definition

All managers, whether they operate in sifess, a government agency,

church, a charitable foundation or a universitysmn varying degrees take

into account the elements and forces tfeir internal and external
environment. While they may be able to do littlenothing to change these

forces, they have no alternative but to resportiém. They must identify,

evaluate and react to the forces inside and outs@l@stitution that may

affect its operations.

Approached To Environmental Impact & Management

The relationship between the institution and itgiremment and even the
relationship within the institution can be apprdige several ways indeed,
there are three approaches in this regard, thaslgould be familiar with.
1) We can view the institution as importing varidirsds of input such as
human, capital, managerial and technicalhese inputs are then
transformed to produce outputs such as productgesrand profits.
2) We can focus on the demands and legitimatesightlifferent claimants
such as employees’ consumers, suppliers, studgusrnment and the
community.
3) A third approach is to view the institution geeaating in an external
environment of opportunity and constraints, whiah be classified into
economic, technological, socio-cultural, politieald ethical.
You would have noticed that any single approadhssfficient. The three
approaches, are not inconsistent with om@other, they are in fact
complimentary. In other words, the institution ipat of a larger system.
This means that event, internal and emdl to the institution affect
Conversely the operation of the instgoti also affects its external
environment.
As you will realize that these approaches refleet the environment can
affect an organization or organizational manageroantthen be classified
into internal and external environmental impacteggesented in this figure.
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Social, political, reaction and

External proaction, sociological ethical,
echnological, legal labour

Environment

Psychological, policy
and procedure, capital
investment and staffing

Internal

Fig. 16.1. Internal and External Environment Impact
3.3 The External Environment Impacts

External environment impacts are the socialtigal, reaction, proaction,
sociological, ethical technological, legal/labonians that impact upon the
operation of an institution or organization. A mgeaor administrator has

little or no control over these external impactsh@organization. Whether

these impacts change quickly or slowly, howeveryttho stand in the way of
planning we can now look at each of these impaxctsrn.

3.3.1 Political Impact

Every institution, to a greater or lesser degrdaded with the inflexibility of
the political climate existing at any given timetHe Local, State or Federal
government actively regulate education and impesgees$ or tuitions, this
will affect planning. The extent to which governrheggulate the operations
of the institution will greatly determine its susseor failure.

3.3.2 Social Impact

The operations of the institution must be adapettie social demand of its

environment. The rise in the demand for educatdnch has manifested in

large  number of applications for admiesiohas, for instance, lead to the
conception and birth of the National e@p University and some private
universities in  Nigeria. The managementf @n institution must therefore
ensure that the institution interacts and livedimiits environment. This can

be done if teaching, research and services rendeectdilor-made to suit the

social needs of the community.

3.3.3 Reaction and Proaction
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An enterprise, whether a business, usityer or government agency
IS

expected to react quickly to unforeseen developsydytproaction ways of

anticipating them through forecasts. An alert conypiar example will try

not to wait until its products area obsolete arldsshave dropped off before

coming out with new or improved products. A goveemtnagency should

also not wait until its regulations bavbecome obsolete and discredited
before attempting other ways of achieving its otiyes. Unfortunately, you

will agree, most educational institutions hardlgaein this way because they

have not adopted effective feedback mechanisme this. What you will

see in most educational institutions is that masikis and equipment have

become obsolete prompting wunions in dgyti institution to agitate for
improvement.

3.3.4 Sociological — ethical Impact

Education ethics are concerned with truth andgasfreedom and discipline.

These ethics have other dimensions such as thetaipas of society fair

competition, advertising, public relations, socedponsibilities, autonomy

and corporate behaviour in the country and abroad.

Any person in college/university, church or otherdanizations is aware that

such standards affect management. For exampleyera countries of the

world, payments to government officialsnda other person with intent to
assure expedited or favourable handling of anagsi transaction are not

regarded as unethical bribe but as proper paymdotservices rendered.

However, this may be frowned at in another country.

3.3.5 Technological Impact

The rate and nature of technology change also piesery definite external

impact upon organizational planning. Therare perhaps few things as
unyielding as the state of technological developrata given time. It is also

important to note that at any given time, the statutechnological progress

is relatively inflexible. The full use of the salom to a technological problem

may depend upon another problem that has not st $@ved. This too has

an impact on management.

3.3.6 Legal /Labour Unions

The existence of strong unions, particularly thoggnized on a national
—basis tegalty tends to affect management and cefteedon inm planming.
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3.4

3.4.1

3.4.2

3.4.3

The numerous wage and working-condition provisioingnion contracts and

the influence of union policies on employee protlitytand attitudes must

be taken into account in planning. laddition to being an important
environmental influence labour wunions oftegive rise to definite
inflexibilities. We must however, acknowigd that unions do sometimes
make important contributions to the productivitganizations.

Exercise:

1. What approaches will you use to in relation tog¢hgironment?
2. Construct internal and external environment

3. Discuss briefly the reaction and proaction impact

Internal Environment Impact

Major internal environmental impacts on amagement are the activities
within the organization that affect its managemptanning and activities.

These internal environmental factors thaiaveh effect on management are

related to human psychology, policies and procesjwapital investments

and staffing which we will now discuss in turn.

Psychological Impact

One important internal impact is psychological ngera and employees in

an organization may develop patterns of thoughtisbemaviour that are hard

to change.

An organization may be so accustomed @perating flamboyantly or
expensively that it cannot begin to economize.thepcases, particularly in

old, established organizations, managersd aamployees may shun new
methods, new products, and organizational changes.

Managers instituting new plans are often frustratdly by the challenges

or ability of people to accept change. This isfadadilt internal impact that

affects management planning and organization.

Policy and Procedure Impact

This is closely related to psychological impactc®established policies and
procedure become ingrained in an organization Aadging them becomes
difficult. This problem happens in most establishiseas they get older. The
organization develops procedures that seem to wpedple get accustoms to
them and cling to old ways even after new onesrarge. New hands are
also trained in old ways and this affects and dagdion in term of effective
planning and management.

Capital Investment
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3.44

3.5

4.0

In most cases, once money is invested in a fixedtathe ability to switch

courses of future action becomes rather limited, the investment itself

becomes a planning premise where investment is @uilems other than

what are normally regarded as fixed et@ss Unless an institution or
enterprise can reasonably liquidate its inveatmer change its course of

action, or unless it can afford to write off thee@stment, these conditions

may affect the organization or institution. Althdwitymay be a good rule to

disregard sunk costs (the cost which has been aratleannot be easily

retrieved), in planning, their existenceannot help but influence an
organization or establishment.

Staffing

Another environmental factor that affects an esthbient has to do with

staffing of management positions with personnehfreithin the firm as well

as from outside you will agree that so long asntlagter is considered in

general terms, there is little doubt that employeiisover whelming favour

a policy of promotion from within. Theexclusion of outsiders however,
placed limits on competition for positton and gives employees of
organization or institution an established monomwiynanagerial openings.

Exercise:

1. List the internal environmental impact on the oligation.
2. Analyse the effect of labour union impact on thgamization.

Analysis Of Risk And Uncertainty In Project Analysis

Although distinctions between risk and uncertasnty usually drawn, we
shall for the purpose of project analysis use tirgerchangeably the UNIDO
support this position on the basis of objectivityl subjectivity arguing that
even when all relevant possibility haveeen though out and the
argument bearing on the out comes have been measuagainst the other.

The evaluator still find out that certain posstitare high unlike while other
may well turn out to be correct. Hence there igdrfee the project analyst to

be familiars with conventional tools applied in je analyst to be familiars
with conventional tools applied in project analysigler risk and uncertainty,
risks can be classified into 3

1. systematic or controllable risk

2. unsystematic or uncontrollable risk

3. risk arising from inadequate information.

Conclusion
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5.0

6.0

7.0

You have learned in this unit that esv institution or organization,

of

necessity has internal and external environmemtphtts. While the internal

impacts are those situations from within the esghbient that impact upon

it, external environmental impact on the other harelthe dynamics from

outside that effect the operation of aarganization or these factors that
management, must of necessity take into consideratiplanning.

You have also learned that neither the internakimexternal environmental

impacts can be down played without significant tiegaconsequences on

the institution. Both must be accorded serious idenation in planning for

the organization.

Summary

In this wunit, we have considered thmeaning and importance of
environmental impact and management of an orgaaizatou have also

learned the three different approaches to consigemvironmental impact.

In general terms environmental and external. Wivdeconsidered internal

environmental impact as consisting of those faontisin the organization

which management must put into consideration ptammwe classified those

other factors which may impact upon the operatafrtbe institution from

without as external both internal and external @mment impacts must be

carefully considered by management in nplag and execution of the
mandate of the institution or organization concdrne

Exercises

1. What is the relationship between policy and procedupact and
psychology?

2. Explain the importance capital investment

Further Reading

Robbins S.P. (1999) Organization Behavio@oncepts Controversies

Applications prentice hall of media private limited

Tutor Marked Assignment

la. Analyse the environmental impact on any organizatibyour choice
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1.0 INTRODUCTION

In recent years organizations are knglyior unknowingly involved
in a relatively new concept of mamagat, that is, project

management and evaluation, which is distinct ftbexnormal management
operations.  Evaluation reviews the progress mddsher the project had
achieved the intended target of not.
In this lesson you will learn more about projecalesation it steps and types
and evaluation criteria. In this unit you will alappreciate the importance of
knowledge in the selection of projectand investment programmes and
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through adequate knowledge the selection of invesstrproposal becomes
easy.

2.0

3.1

ouhwn R

Objectives
By the end of unit you should be abte to

Compare costs and benefits in both nominal eabterms
define project and evaluation of project

explain the step involved in evaluation of pobje

name types of evaluation

analyze each of the types of evaluation

list the methods used in rank approach

Definition

3.1.1 Definition Of Project

3.1.2

3.2

We can define a project as a task series of tasks that has a
definable beginning and endingd esquires the expenditure of one
or more resources that must beptetad in order to achieve the
objective for which it was instied.

Definition Of Project Evaluation

Here, we refer to the systematic examination otyarsof the various
aspect of a proposed investment in order to deteriitis viability. The
goal we seek in project evaluation is the enablérakthe decision-maker
to reach an informed rational and objective chaiceesources allocation.

THE CONCEPT OF PROJECT EVALUATION

As it has been implied, a project constitute thetreepiece in formulating
policies for development. These policies are idated with regards to
resources allocation and utilization. A numbethafse are in translated
into specific programmes of action which are exeduty the said project.
Because resources are scarce, relative to the defmiathem, projects
selected for implementation must be those withnopth use of resources,
to optimum achieve the desired goals.We can represent
diagrammatically as development plan
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Exercises 1.1

1. state some benefits of project evaluation

2. what do you think will happen if you embark on ajdevoid of
evaluation

3. mention the relationship between project and agpraknt

3.3 STAGES IN THE EVALUATION PROCESS
There are 5 stages in evaluation process
The identification
The preparation
The project appraisal
The project design and
The implementation or mamaget

3.3.1 The identification stage
There are different ways in which project may benttfied. EXxisting
departments or ministries may develop th@oject. It

developed during the socio-economic plans at thiemed, state, and
local government levels.  Politicians and othéernest groups may
also identify the project. Most of the projectsarout of the desire to
satisfy societal needs. But it is not always duedio have all these
desires converted into project since some of they Ine based on

mere sentiment with no substance in mthe They may
counter to collective interest of the nation. Heer as long as the
project will serve the national interest and irelinith the government
plans it is necessary for the proposal to be censd It is important

may be

nnnnnnnnn + Iy
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relevant officers are not based mainly on theihesiasm but that|the
projects are economically and socially viable axdorctive.  So i
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3.3.2

3.3.3

3.34

3.3.5

order for us to forestall the undue influence eérast groups, project

manager must be sure of what they aideing and resist any
unproductive movement. Because, before governgsnapprove

any project it must be of high prigri for development and the
government has to see it clearly from that per$peeind also that

when the project is subjected to feasibility téghiicant benefit will

accrue to it and also that the government is vgltim support the

project financially. However, if the gonment is not willing
alternative ways maybe employed if need be.

Preparation stage
In this stage the project hatered the pipeline and you should
Make sure that the project’s technical, econonacal financial
feasibility have been established. It is also ingo@t that the project
is handled by an administrator who is experiencealigh to deliver
the project as expected.

Project appraisal stage

You will discover that in this stage you need imfation ona  range

of issues associated with the project and a rahgswes associated

with the potential undertaking, technical apprasilthe project must

be provided to evaluate its feasibility and thefioial capability of

the project to survive the plan. Alsthe expected economic
contribution to growth of economy must be measuréa short, if one

wants to have a successful project theases inherent in project
appraisal requires a level of professionalism @nprt of the analyst,

which is difficult or almost impossibleto attain. So to have a
successful project appraisal, which will signifidgrcontribute to the

overall project planning, a selection of a good ptament of project

evaluation that is conversant with the politicalieonment must be

developed within the bureaucracy.

Project design

Once the appraisal is done properly in such a Watthe
decision makers give ten@atpproval to the project, then the
stage is the detailed project design.  Sinbastbeen determine
that the project will continue, then taled design by quantity
surveyor must be completed in with all the expamdid. The detailed
technical specifications are warranted

Management and supervision stage
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Project management is the system whereby varialiseduirements
can be brought together from ministries and depamtain task force

to design and carry out projects. Thearticipants are temporary
groups which exist until the project is completits is referred to as
“matrix  organization”. The design provide more flexibility in

solving problem than is possible by theaditional functional
bureaucratic structure.

EXERCISES 1.2

1. Define project evaluation
2. How do we get different project from developmelain?
It is only the diagrammatic only

3.4 EVALUATION CRITERIA
Evaluation has five criteria, which areeffort, performance, adequacy

of
performance, efficiency, and process. The evanaf the first two are
interrelated and precede that of thetteda three. Moreover, a successful
performance implies a successful effort, althougths performance may

still be inadequate, or in efficient, as compaeddme alternative method.

3.4.1 Effort:

The criteria for evaluating the success of effoetthe quality and quantity of
activity that takes place. Here, we are asseshmqputs regardless of the
output. It is intended to answer the questionsdwtd you do?” and “how

well did you do it?” Although it provides no kepswers, effort evaluation

can be valuable.

3.4.2 Performance:

Our interest in performance is the result of tHergfwhich has just been

considered. Here, we are required to clearly stat®bjectives, and assess

how much we have accomplished relatite immediate goals. Has any
change occur, and were the changes fimees in tended. Performance
evaluation can be measured at different levelgagpt life.

3.4.3 Adequacy of performance:

Pursuant to our discussion adequacy of performeefees to the degree to
which effective performance is adequate to thd tot@unt of need. In other
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words a measure of adequacy tells us how effeatp@grmme has been in
terms of the denominators of total need.

3.4.4 Efficiency:

We refer here to the capacity of an activity toduree results in proportion to

the efforts expended. It deals with positive arrsvie the question “does it

work”. This often gives rise to a follow up questi‘ls there any better way

to achieve the same result". Efficiencis therefore concerned with the
evaluation of alternative parths or methods in teafncost in money, time,

personal and public convenience.

3.4.5 Process:

In the course of evaluating the success or faibfi@programme, we can
learn a great deal about how and why a programmksaxo does not work.

Analysis of process can have administeati and scientific significance,

especially where there are indications that thgm@mmme is not working as
expected.

Exercises 1.3

1. list 5 evaluation Criteria

2. which of these criteria allow for ewvation of projects based

objectives specified in the proposal?
3.5 MAIN TYPES OF PROJECT EVALUATION

Two types of project evaluation exist.  First,rehare audits or evaluation
conducted to provide accountability of saerces. Its objective
determine whether project funds and materials weeg in accordance with
prevailing regulations.

The second type is the general typesually referred to as
learning

dimension by the World Bank. Its purpose is toeasin the reasons for
successes and failures, and to provide a basfstiae improvements.

3.6 OTHER TYPES OF PROJECT EVALUATION
3.6.1 On-going or built-in evaluation

This type of evaluation is an integral part of paijdesign and operation. Its
advantage is that undesirable deviation from ptgyms can be detailed,
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analyzed and corrected. Conversely, ssfae plans can be identified
disseminated to other parts of the project.

3,6.2 Special Evaluation

Here we have a type of evaluation under takereopfe external to the
project. It is a non-recurring evaloati undertaken during the
implementation of a project.
We use this type of evaluation to answer questian |
* Has the project met its specific objectives ot ia the process of

doing so?
e Are there any better and more effectivways of pursuing the
objectives?
3.6.3 Expost Evaluation:

We do this type of evaluation often on the cagtiph of the project.
We usually assumed that it provides informatidmch allows the
projects cycles to be closed.

3.6.3.1 Reasons for expost evaluation

To obtain an accurate picture of costs

To determine when and why theeslcihe for project execution was

Changed
To gather and maintain data lmeinges which have been, and will
be made
To document results in order éngrate support for the project
To determine the effectivenesthefstrategy and operational
procedures used for attainingsfated objectives.
To investigate whether the statbpctives were in fact proper in
relation to sector objectives.

3.7 BASIC STEPS

For us to achieve the aim of projeevaluation, and derive
conclusions for sound economic@plfor basic steps must
be taken these include:
i.  The project’s proper identification costs anaéis potential
ii. Once identified, these costs and benefitsist be assigned avalue
reflecting the point of view of the analyst. Exaeginclude market
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prices to assess a private investors prospectstaabw prices to help
determine a government decision.

iii. Costs and benefit must be compared overtinfdat is we need to give
greater weight to costs and benefits that accadeeein time and
discount those that occur later.

iv. Once the effect of time been in corporate, fieneust be related to
costs for each project, so that projects can bepeogd to each other
and decision makers can select amongch swcompeting project  for
implementation.

CONCLUSION

You should be aware that evaluation draws fromrm#tion gained

by monitoring and examines why things went as thdyand how  future
operations can be improved. However in Nigeharé is hardly effective
evaluation for reasons of expense of other prddifizculties, what we have
instead is a crude summative kind.

SUMMARY
In this unit you have learnt about project evaluati What you have learnt
includes its identification, stages, such as idigation, preparation, project
appraisal, project design, management and supanvisi

You have equally studied evaluation cdte and the steps in project

evaluation that will help us into deriving concluss for sound economic
policy.

Exercises 1.4

1. (@) Explain the steps to be taken in evaluation
) State some benefits of evaluation

2. What type of evaluation will help you to eettwhether the
project is achieving it objectives or not?

3. What information do expose evaluation provideyiou

FURTHER READING
Thompson A.R. (1981) Education and DevelopmentfiicA ELBS
and Macmillan

UNIDO (1972), Guidelines for Project Evaluation jeai
Formulation and Evaluation Series No2, United N&idlew York.
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7.0 Tutor Marked Assignment

1. State and discuss the 5 stages of evaluation

2. Expost evaluation of projects is useful onlypimjects that have not

been evaluated continuously.  Justify your answequately and
convincingly.

UNIT 2

SOCIAL COST BENEFIT ANALYSIS

TABLE OF CONTENTS
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SOCIAL COST-BENEFIT / RATE OF RETURN ANALYSIS
1.0 INTRODUCTION
In this Unit, we shall be discussing the cost-birafalysis as a technique by
which factors can be compared systematical foptirpose of evaluating the
profitable of any proposed investment. For us &edgovernment, the choice
we make between different ways of investing resesirests to a great extent
on an evaluation of the costs and benefits assatigith such investments.
You will agree with me that, an investment is cdeséd as a profitable use
of resources for the individuals or for the socigtyarge, when the expected
benefits exceed its cost.
Through the development of the technique cost-benefits analysis,
evaluation has become systematically rkdiaband as comprehensive as
possible; which eliminates the need for guess wotiktuition. Cost-benefit
analysis when carefully done, becomes a usefulitomlanagement and in
making rational judgment. However, bear it in mihdt, it is not a substitute
to it; for there is a level of um@nty in the prediction of cost-benefit
analysis.
2.0 OBJECTIVES
At the end of this unit , you should be able to:-
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3.1

(1) define cost-benefit analysis.

2 write the financial option return formula.

(3) analyze the formula of the rates of return to etlana

4) describe the cost of education.

(5) discuss the methods of rates of return to education

(6) explain the returns to education.

7) mention the advantages of applying theost-benefits approach
to
education.

COST-BENEFIT ANALYSIS

Education, as you all know, is the preparatiortiiergreater life ahead. If

this is so then education must help to solve thepoaer problems in the

naton and also change the people whave passed through it-Thus,
education is now seen as a way of investing on numeangs.

Despite the fact that education yieldothb economic and non-economic
benefits, the question is, are the benefits wdnthaissociated costs involves;

especially from the view point of itbeing seen as social or private
investment?

In order to effectively analyse the costs and benef education, one needs

to employ the use of a model. One of such modéénafmployed is, the

cost-benefit approach which is also referred tthagates of return. The

cost-benefit analysis could be seen as analytical approach to asking
choices out of available alternatives. This enthit, the planner estimates

the cost of acquiring some additional levels oetypf education and the

extra benefits that are likely to accrue to thevimial or the society as a

result of such provision. Thus will theore help us to determine its
probability.

Furthermore, the cost-benefit analysis offers aodpiity for the planner to

critically examine the scarifies involvedand the further benefits of thee
educational programmes on the basis of its costreefmbarking on such an

investment.

Moreso, when the planner’s needs exceed his manmisyapproach could
provide a measure of expected vyield which vete a guild to rational
allocation of resources and would also help hirddcide on how to decide
on how best to sped his money.

In addition, it is important for the planner to &ty specify the objectives of
the programme while applying the cost-benefitalgsis approach. This is
because, the effectiveness of all the projectaipgrcosts for each of the
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stated objectives has to be determined after wéichoice of the best project
will be made on the basis of the anticipated castsbenefits

3.1.1 THE COSTS TO EDUCATION

The social cost of education, that is, the cogtdafcation to society as a
whole can be listed under four main componentydoir analysis. They are:-

(1) direct operating costs incurred by society (i.eureent expenditure)
which consists of wages and salaries purchases and
durable

(2)  materials and current services;

(3) capital resources cost;
opportunity costs or earning cost by individuatemding educational

4 institutions and;
incidental school-related expenses incurred byesttedand/or their
parents, such as, books and transport expenses.

The private cost of education consist of compongi)tg3) and (4) listed,
except that in (1) tuition and fees paid by studemé substituted for society
costs.

3.1.2 THE PRIVATE RATE OF RETURN

The private rate on education investmeid the benefit occurring
additional years of education, that is, it entadiscomparison of life time

earnings differentials associated with extra edacawith the private cost of
education. The social rates of return on educatibrch are derived from the

private rates are calculated by comparing the @xestirnings differentials

with the overall social costs of education.

The rate-of-return approach comprises the socktl @oexpanding education
and the benefits derivable form such educationphegion. This approach
demands that within the formal education systermribyi should be given to

non-

from

investment in the kind of education tegs priority should be given

investment in the highest returns.

3.1.3 RETURNS TO EDUCATION

Various scholars have attempted to calculate ties i&f returns to education
in different countries. In some cases, such cdatjpims were focused of
private rates of return while others calculatedsbeial rates of return in
relation to the benefits of education that accouthé society generally.
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Private rates of return of education of educatiam loe classified into the
following categories:-

(1) The financial option return: - Ovwigho (1991) exaes the value of
additional education in terms of the additionah@ags that a person

receives due to the completion of avey level of education. In

addition, the value of the “option” to receive fugt education and the
associated rewards is another important benefits.

In an attempt to compute the totaltumes to a given

of
education. The following formular could be used.
R* R
R, =R* = r*K-R) ckpk + ...(z-) czp Z
C]

=R*|+Z(R -R)cd P ------------ 0]
O Cj
a=k
Where R* | = rate of return over cost for educatievel j.
R* - R ='Supernormal rate of return on level a
C = weighting factor: the cost of education, s, a
Cj a proportion of the cost of education, j.

leve

P = Probabilty of a person which edwwma j; obtaining

or
reaching level a

Formular (1) as it was presented to you thus theivs that the value
of the option to receive additional colng demands
probability of its being exercised and the exettigaf at all it is
exercised. On the basis of this formula, weishl§{868) quoted by
Ovwigbo (1991) tell us the estimated value of reghool education.
He discovers that when the value of the opiniocaiatinue college
education was computed, the estimated return 14%idgtn school
education increased to 17.4% for add#iontwo years of
(i) education.

Non-financial Options:- These are the benefits #ratderived from
education, which may not necessary be qualifiedametary terms.
For instance, as a result of education you ardylilcechave more job
opportunities opened to you. This means that, youe lthe flexibility
of selecting the job that you prefer to acceptraftasidering the jobs
factors such a job security and theesige attached
given

position. As a result of the education acquireds gee likely to utilize
your leisure hours profitably. Education also ptageu in a position
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(i)  Technological Change:- Through educatio you readily or easily
learn to adopt to technological changes in theetp@nd this makes
it possible for you to derive the advantages thaasociates with
occupational mobility of labour.

Other private returns to education includthe notion of consumer
efficiencies in the sense that throughducation, you become
acquainted with the market situations atmrefore, become more
efficient in your purchasing and consumption endeas.

3.1.4 EXTERNAL BENEFITS OF EDUCATION

These are the benefits that society derives foerettucation received by you

as individuals and citizens such as residenceactlativantages. It is assumed

that, by the virtue of your education you couldie e more tolerant of

each other and Ilive happily with youneighbours. And by the educated
people like you conducting yourselves on a peagaauiner, the nation is

saved from the ordeal of investing excessively e@asares to combat crimes.

Moreover, as a result of education acquired, theetis are expected to be

alive to their social and civil respiniities thereby fostering unity and
progress.

Your children are also expected to deriseme benefits from you as an
educated parent through the type of up-ringingmgiteethem and this may

invariably be in the interest of thesociety at large as cases of juvenile
delinquencies would likely be reduced.

It is also important to note that employers dingbiénefits form the increase

in  productivity of their employees result from the education that they
receive. In fact, it is note-worthy that the effeehess or efficiency of an

educator worker could enhance the comatthn of work in various
organizations and this might have positive spikogffect on the activities of

other workers.

3.2.1 FORMULA OF THE RATE OF RETURN TO EDUCATION

Ovwigbo (1991) has enlightened us abobbw the rates of return to
education were computed y Becker (1964n Becker's experiment he
calculated the internal rates of return in the &bhiStates of America. The

popular census of 1949 and 1950 in USA formed #ie.d hrough profiles

for colleges and high school graduates. He latersgetl the 1940 data in line
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with the depressed economic conditions as that tBeeker further adjusted

the earnings in 1939 wupward to represeime earning cohort of those
graduating in 1939 and other adjustments. On tB&s lod these adjustments,

the calculated streams of earnings for college®l high school graduates

were derived. The direct private costs were contpfram the data collected

by the office of education and othesurveys while indirect costs were
estimated by assuming that the typical person ddgtenllege from the age of

18-20 years and earn one quarter of what he waud barned, on this basis

the actual earning between college and high saaaluates were computed.

In  computing the internal rate of returyou should be aware that the
following procedures were followed.

Et, is consider to be the earning of a individmayéar t and an assumption is
made that the individual could also invest his nyoaea rate of r% per
annum. The present value of his stream of earsitige sum of discounted E
and this is represented in the formula.

V=n Et
O (A+r)t-mmeemmmmmmmmememenceeeeceeenae (1)
t=1

When n = length of working life

On the other had, if V and E are known, it is poiesio deduce the internal

rate of return on your investment in educationt i assumed that all the

costs of education were incurred in theurrent year, then wusing C for
unknown cost of education and i for the interng i@t return, the formular

becomes.

" nEt
V=C = B ()| C— ~(2)
t =i

However, Ovwigho ad used us to compute since thss@aj education are
incurred over a number of years.

N~ Et nEt -
v=0 (i+)t- 0(i+)t-—-3
t=1 t=1

Then to determine the i which set V = 0 the formh#éaomes
n
V =0 Et- Ct = 0------ 4
t=1 (1)t
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By using the relevant data on the age the yeaanf)the net returns the sum
V is computed for different values of 1

EXERCISE 2.1

Using the rate of returns formula, study the forangry well and calculate

the rate of return to university graduates of 1985.

Backer, (1964) in Ovwigho computed the social mretup schooling in USA,

on the basis of the 1939 — 1949 age cohorts aniéveloped lower and

upper limits of social economic gain form educatide considered the direct

social cost of items such as books and additiaviag expenses. After the

necessary adjustments, have been made, ifstance, for differences in
ability, the lower and upper limits of social retarwere computed.

In Nigeria, the social rates of return for differégvel of Education have

been calculated by different people ideslg Ovwigho. |If has been
calculated the in Northern Nigeria from the averkfgetime profiles that

were directly obtained from the western region goreent’s salary scales.

His justification was that about 90% ofhe employees who were in the
clerical jobs and above were employed by the gowent and its agencies.

Briggs (1973) restricted his survey tthe secondary school graduates in
Nigeria. He based his rate of return calculatiomsloesolute earning and used

the discounted cash flow technique tariva at his figures., essentially,
computed the rates of returns y the types of seangretiucation and the

types of employment.

EXERCISE 2.2

1. List the cost of education.

2. describe the return to education.

3. what s a non monetary option of education .

4. write the formula of rate or return to education.

Akangbou (1985) on his part focused his attentiomhe rates of return to

investment | education in Bendel statéle however observed that the
estimated return to secondary and university edutahowed that there was

an efficient allocation to all types of educatioept in the provision of

upper secondary education. Specifically, he disaaléhat the private rate of

return to university education was about 21% aedctiide marginal rate of
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return to sixth form education was only 5.2% altjlothe fully adjustment

rate was only 3%. On this basis, he observed hieaintvestment in the sixth

form education course, if taken to b&rminal, does not seem to be a
justifiable venture.

It us essential to note that while uyore computing the rates of returns
adjustment have to be made to cater for some fathat could otherwise

affect the validity of the figures youobtained. For instance, the income
profile used in calculation could assumthat the market is one of full
employment as soon as they completed their progearfimcater for such

unrealistic situation, an adjustment has to be niadenemployment.

For instance, we can estimate that the secondhppkteaver spends an
average of one year before securing his first agpw@nt and that as form
that date onward he is expected to be employeti(f of his life time. This
assumption as we all know it, is even untenablesundr present situation
where the possibly of a primary school leaver saguay meaningful job is
minimal.

Adjustments are also to be made for wastage whialdde in the form of
dropouts or an adjustment for failures. Thus aigiomn, needs to be made for
a large number of the students who either dropbsitimool system or are
unable to complete their programmes successfulbrelgver, adjustment has
to be made for ability. This becomes necessaryusecaarning differentials
among people may not be solely taken into considera

Ovwigho studied the assumptions made by both ro®@36, Briggs (1974),

Hinchliffle  (1969) and Akangbou (1985). olls assumed an alpha-co-

efficient of 0-60 were made while Briggs assumptias 0-60 Hinchliffle
did not make any provision for ability adjustment Bkangbou adjusted for
wastage and unemployment.

3.2.2 METHODS OF THE RATE OF RETURN TO EDUCATION

With the various attempts made to complete thesratteeturn of education,
the following ways and methods are generally edeadia

(1) by using a benefit-cost ratio method. This meanddilision of the
benefits by the costs

2 by discounting the net present value thod which required

the
deflation of the benefits and costs by an assuratss i0f discount,
and
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(3) by the calculation of the internal rates of returrhis involves the
division of the streams of benefits and costs bgta of interest that
equates the benefits and costs stream.

It is important for you to observe that no singlenfiula can be designed to

cover all educational programmes whosestsco and benefits are to be
assessed. Formula can therefore be generated thespieculiar projects for

which planning is made for instance, apart fromrtieghod so far discussed,

Davis (1965) Ovwigho (1991) has suggested thatténrgot to determine the

benefit cost for an individual who peigated in one year educational
programme, the following formula could be applied.

Bj=0 R+i
(i+ijt

t=i
0j +¢j

Where N= Number of years cover which additionabme is expected.
Rj = additional income net of taxes in year t expddy individual j after
completing a level of education

ij = rate of interest used y individual j to discexpected future additional
income

0j = opportunity cost as seen by individual |

cj = direct costs of programme to individual |

B = Benefits to individuals

Generally, in applying the cost benefit analys@®) ynust bear | your minds

that it is important for the planner to specify tigectives of the programme.

The effectiveness of all the projects pertuoosts for each ofthe states
objectives has to be determined. Then a choickeobést project has to e

made on basis of the anticipated costs and benefits

3.2.3 ADVANTAGES OF APPLYING THE COST-BENEFIT APPRO ACH

The cost-benefit approach could go a long way tp hmenimize the waste of
limited resources especially here in Nigeria; heducation is largely a
public venture.
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In addition, it could indicate the alternativestthraght be more beneficial

and less expensive to the nation thmoughe use of cost-benefit analysis
which provides a systematic analysis of the castiskeenefits of the various

types and levels of education to the planner.

Furthermore, there is the need for you to applg@proach of this nature to
determine the levels of expected vyieldf the different educational
programmes in the country thereby serving as aegugidtational allocation of

the notions scare resources among the various &mekevel of education.

Through the effective application of this approatle, planner is likely to

obtain relevant information about the links betweduocation and the labour

market. It could also enable one to understandaleof the different kinds

of education and possibly a balance between thglysapd demand for the

various categories of educated manpowén. general, the cost-benefits
analysis could provide useful information for maknational policies and it

could point out the need for changes in resourltesadion especially in

favour of those types of education that offer higiages of return.

3.2.4 DISADVANAGES

One of the pitfalls of the application of the cbsiefit approach is that, it
seems to lay emphasis more on economic benefitsith@eglecting other
benefits that could be derived from the investmerducation which are
non-economic in nature.

In other words the cost-benefit analysis does nmtide appropriate means

of appraising the socio, political, cuith and even psychological
consequences of education. For instandke education objectives which
system has multiplicity of are mainly non-econoinioature this has led

some efforts being made to calculate such non-raonetturns but such

computations are usually unreliable.

Another obvious disadvantage is that, one’s fuaaming is likely to be

underestimated. This is so because the rate ahsefipproach is mainly

based on age earning profiles from across sectdatalwhich seen not to be
comprehensive enough. The implication ¢his is that, even when one’s
qualifications have improved, one should not expisetin one’s income in

future.

Also, there is the danger of overestimation ofdbetribution of education to

national output when the average earning datagbespin this approach.

Owing to the imperfections in the Ilaboumarket, difference in earnings
cannot be relied upon as a measure of direct edertmenefit of education.

Thus, earning differentials do not necessarilyectfthe relative productivity

of workers.
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6.0

Finally, the application of the rate-of return eggch, could lead to false
assumptions that there is full employment for thecated when in the real
sense, the problem of unemployment among schoetis@r graduates is
always on the increase by the day; especially inekégeria in particular and

in most developing nations in general. In additjgrivate rate-of-return are
relatively meaningful since we do not always dedamvest in education

for purely financial reasons.

CONCLUSION

If economic analysis of education projects is tompare costs with benefits

to determine which among alternatives is more @anid profitable then the

costs and benefits will always have to be idertifie

However, you must realize that project can leaoeioefits being created or

costs being incurred which arise outsidbe project itself has led to the
argument that economic analysis shouldlowal for secondary costs and
benefits to attribute to protect investments.

SUMMARY

In this unit you have learnt that cost benefit gsialis an important aspect of

project eventuation. Investment are normally evaldian line with costs and

benefits accrued to see its profitability beforebamking on it. The lesson

you have learnt is that therefore costs in recgigiducation and benefits also

which are both financial and non-financial optibe formulae of rate of

return has been constructed and the example yailbaxnt in this lesson are

such that you can use the formula to solve othalpms of rates of return of

other age grades. You have Ilearnt thaespite the good aspects of
technique it is still not perfect.

FURTHER READING

Akangbou S.D. (1985) The economic of EducationahRing in Nigeria
New Delhi Vikas publishing House Put Ltd.

Guittlinger J.P. (1972) Economic Analysis of Agiicwal Projects. (A world
Bank publication) ( The Johns Hoskins Universitgg®).

Musaazi J.C.S. (1991) The Theory and ctke of Educational
Administration . Macmillan Nigeria.

Ovwigho M.Y (1991) The Theory and Practice of Ezlianal Planning in
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1.0 INTRODUCTION
Every area of human endeavour demands sustaiyatfilthatever projects
exists. Human beings maintain their bedieby taking good food,
constant medication to check, treat and prevergsk. ltems in homes are
maintained to be kept in good shape. Motor vehiagsire service to avoid
breakdown. This tendency of sustainability is imin every human being
and does not require formal learning on its neetliaaportance. As a result
of this inevitable need of maintenance, a topie ttke one we have at hand
which  borders on “sustainability of Edtica project” is relevant
professionals and students of tertiary institutiangell as the general public.
This study highlights the need for sustaining dtrtess and infrastructure in
their environment.

2.0 OBJECTIVES
At the end of this unit, you should be able to:
I Define sustainability as it pertains to Educatioojgcts.
ii. Discuss the elements of sustainability.
ii. Explain the modalities surrounding the stainability of

Projects.

V. Identify the sources of funding Education projects.
V. Recognize the operation condition of Education quts.
Vi. Imbibe the culture of sustaining Education projects

3.1 DEFINITION OF SUSTAINABILITY
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In a general view, the concept of sustainabilifgre basically to the action
of maintenance. However, its use in this unit igtle bit deeper than the

mere action. In offering a definition of the contap it pertains to education,

its projects and facilities, one would also sthgg sustainability is concern,
largely with keeping in existence, to avoid bregkamd falling.

Sustainability also takes into consideratisnpporting an idea, facility or
project to continue.

More so, it involves a decision to keep, suppod eontinue with whatever is
considered valid.

The above attempts at defining the concept of gadidity reveal to us its
position in the successful handling of Educationjgxts. The such projects,
if they must continue, should be kept and suppdxiezkist.

Hence, sustainability is not just a mere act okiog after, but incorporates

the process of keeping, supporting, continuingisuee that a valid issue,
idea, facility or project is preserved.

3.1.1 ELEMENTS OF SUSTAINABILITY

We are now going to highlight these elements:

I. Self-reliance;

i. Continuity and maintenance of human skilland institutional
arrangements;

ii. Economic sustainability, including cost effectives@nd adequacy of
real earning levels and attractiveness of caressparcts and working
conditions and adequacy of operating budgets;

V. Political commitment based on considering of atiggi with national
goads;

V. Responsiveness, relevance and usefulness of sdigitcumstances;

Vi. Flexibility of capacity to respond to chargingatimstances;

Vil. Environmental sustainability.

When you consider all these elements you'll discaolat continuity of skills,
cost effectiveness and real earning levels are ¢podinanteed. Politicians as

we know use to complain about our poor maintenaaotiere which they say
discourage them from embarking on prgjecuntii there are proper
instruments in place to rest the sustainabilitthef public projects.

Exercise: 3.1

1. Define sustainability
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3.2

3.3

2. Mention 6 elements of sustainability
3. Discuss the benefits of sustainability

EDUCATION PROJECT

As used in this context we see Education projetisrace a construction, a
combination of elements that a fabricated in acaoceé with a design, e.g.

Curriculum design. The concepts, a usedso includes facilities such
infrastructures like roads, buildings, etc of an@ational system.

From the foreign definitions, it is easy or us soexrtain the flow of though of

this paper, which is simply attempting to createvamreness of the need to

keep, maintain, support a project to be in exigehtthe introductory part

of this paper, we made mention of the notion maiatee an inherent ability

in individuals. Without dispute, we accept thattféwt we dare not fail to

remind ourselves that, despite its assumeatural existence a feature or
quality, most individuals are likely to overlook, iegulate its importance.

Some individuals could, rather, decide to waitttar long before considering
sustainability of projects. Others still do notéake issue of sustainability

as

seriously especially where the project nomn is not one of the very

necessary ones that are used daily in the eduehsgstem, or involves a
high cost of maintenance.

Exercise: 3.2

1. Suggest an activity that could be carried out sues the preservation
of a project

2. Mention the elements of designs that could be easiérred to as
education projects.

THE MODALITIES SURROUNDING THE SUSTAINABILI TY OF
EDUCATION PROJECT

Every educational system has its orgahizédierarchy or leadership. This

differs from one institute to anotherWhile the universities have vice

chancellors at the helm of affairs, the Polytechigind Colleges of Education
have Rectors and Provosts respectively.

This organized leader structure along with theamen each system, are
responsible for the maintenance of the variousegtsjin their domain. They
implement policies that will result in effectivestainability of projects. They
liaise with higher authorities, like the Governfar, funding of their systems
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3.4

Form what is mentioned above, the trend looks Hited. That is far fetched

especially in systems where the organized hieraoctgadership, for some

reason alter the seemingly alternations is attedymeefly, here.

Some vice-chancellors, Rectors and Provostmy refuse to take
responsibility of ensuring to keep alive, or supipgran idea or a structure

which was not initiated by them.

Others may concentrate on what to achieve durieig thnure in office and

what legacy to leave behind for prosperity. Invialiasuch a leader works

only towards ensuring that what he @®s as his personal executions
stands and is kept at the expense aher existihg ones that may be
demanding urgent attention.

In addition, the cost of maintenance of most pisjeghen ascertained, could

be so enormous that it could approximate the pmogwf a new one. This

high rate of proposal and envisaged financial iogtlon of maintaining a

project, is known to be responsible fathe non-observation of the
sustainability moves.

Exercise: 3.3

1. Discuss the factors that could hinderffeative sustainability of
Education projects.

THE RESOURCES OF FUNDING EDUCATION PROJECTS

Depending on the tertiary institution irconsideration, there are specified
bodies whose functions include administration avetall planning for the

capital and recurrent expenditure of iindbns. For instance, the above
mentioned forms part of the functionsf dhe National Commission for
colleges of Education (NCCE) as prescribed bystaldishing instrument —

Decree No. 3 of 1989.

Other bodies like the National Univeresti Commission (NUC) and the
National Board for Technical Education (NBTE) alisase with the Federal

Government through the Federal Ministry afdfice to collect approved
budgetary provisions to cover the areas of nedldin various systems.

In essence, they make funds availabler fcapital development in their
institutions.

These funds are not just released any how fronGthernment coffers.

These mentioned bodies draws up budgets of expeaddr their respective

institutions and defined those budgets.asd8l on each defended budget,
money is released from the development and susisipaf projects in the

institutions concerned.
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In Akniwale (2001), it is observed that the fundwigorojects stems from

sources like grants from the Federal vésoment, moneys raised by and
subscriptions accruing to the council gedures through the following
process.

I. Identifying needs at the University/Polyiecs/College level,
prioritizing the needs;

il. Matching the needs with the strategies developmelity as set out
in the master plan;

iii. The final budgeting and budget defence;

\Y2 Budgetary allocation, grant release, project exenwind monitoring.

Exercise: 3.4

Discuss the implementation of the above; mentia@tgss among yourselves
as participants.

THE OPERATING CONDITION OF EDUCATION PROJECTS

The operating condition of most educatioprojects usually involves the
physical development which is based on a mastemn which is, in turn,

based on the objectives and functions of the in&tit. The master plan is

endorsed by the council, having regatd existing national polities and
submitted to other relevant organs or agencie8rfal approval.

Education can be promoted through intellectualicsoaltural and physical
development of the learning environment. Madue\{@&¥01) stated that the
quality of the physical environment in which edimatakes place, plays a
large in the quality and behaviour of the citizens.

When we talk about physical development, we reféhé proper utilization

of resources to promote the planned sighy growth. This includes the
erection of suitable buildings, roads, lkiveys, recreational facilities,
municipal plants for water and light, communicatfanilities, landscaping,

fences, workshops, office buildings, stafind student housing and most
importantly, the maintenance of all these fac#itie

An attractive well-laid-out, well planned physi@aivironment is a necessity

for any situation to embrace in order to achiesegdal and play its role

successfully.

From the fore-going, it can be deductethat the condition of Education
projects need be in “top form” and this could obé/achieved through the

application of the concept of sustairngbil So, as earlier pointed out
sustainability of Education project is a move timatst be embraced by all,
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especially in this regard, those whoe arnn the educational system

or

background.

Exercise: 3.5

1. Identifying the problems militating againsssustainability by the
management of education institutions

2. Discuss the producers through which funds are ailéstto Federal
Colleges of Education.

3. Analyze the operating condition of education prtgec

IMBIBING THE CULTURE OF SUSTAINING EDUCAT ION
PROJECTS

Sustainability of Education projects, boarders myaom the proper culture of

maintenance of whatever is in the {o8bns. Therefore, imbibing the
culture of sustaining Education projectsivolves an enlightenment for
everyone who us in the school or educational system

That ranges from students, lectures, n@tademic staff, the Provost, the
members of the college community.

Irrespective of the means of putting up a structwtesther by contract or by

direct labour, usage and time (age) will of nedgsstch up with them and

begin wear them. Sometimes, natural disasteuld affect some projects.
Hence, maintenance work is very necessary espetiahe face of these

destructive tendencies.

This paper, deems it necessary for individualgtmgnize the responsibility

of maintenance, constantly, Education mtojein order to monitor s
depreciation rate and thereby reduce thmcidence of deterioration in
institutions. Is it possible to prevent water aealrtof structures, vehicles,

machines and other items used in the educatiostms? In as much as one

cannot control the weather or other natural thetédcbe a control over the

quantity of structures and infrastructures, to emshiat the quality is of a

very high standard.

Exercise: 3.6

1.
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infrastrexecution by whoever is at the helm of
What are the ucturesaffairs.

steps one can ? Apart from the vice chancellor, Rector or Provokichk other officer
take to ensure Routinholder is not suitable for supervision of on-gomgjgcts?
. e
the high quality supervi
of sion of

structures and the 222
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The Director of Works and her team in works departtn

Special attention also be given to pase items needed as

education
projects. One should be way of fake items thatatbuider the sustainability
of projects.

Furthermore, a deliberate efforts should made bwite-chancellor, Rector

or Provost as the case may be, the managememuneil, the National

bodies responsible for the different institutionsl &overnment to ensure

that maintenance/sustainability work is fisidntly carried out in the
institutions.

In line with the positive attitude ofimbibing the culture of sustaining
education, is should be considered that moneysetetor such projects be

accurately expanded and occurred for.

Sustainable gives health and length of life totifeducation projects and it
is with proper maintenance culture thahe learning environment is both
improved and sustained.

CONCLUSION

Education in this country to be helped in variows/g/so as to improve it as a

system as well as make it enhance the learningithdgil which is the major

target of such. One of the ways thlou which the above stated can be
realized and achieved is by way of having, reawaigeand internalizing a

proper maintenance culture of whateverojgats exist in the learning
environment.

Such positive attitudes will make for effective tsuisability of Education

projects. In this write-up, diverse objectives haeen outlined all geared

towards achieving sustainability of projects in education environment.

The concept of sustainability has beexplained and there have been
attempts to define the concept to the understarafiegeryone concerned or

needed in this noble act of preserving for posterit

Sustainability, as earlier stated is viewed to sfemm a decision to keep,

support and continue with whatever is considerdid ¥athe educational

system. This among other definitions gives credeéadke topic at hand.

Education projects were also identified as whetixists in the system. This

covers the wide range of existing facilities, istractures and structures of

funding Education projects. The Government wasdatethe major source

of funding. In addition, modalities swirwing sustainability were
highlighted and these revealed the hibieal system of leadership in
educational systems how the leaders liaise withagjate bodies to which
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they are directly responsible and evdhtuahow government
is
usually gotten to support sustainable developmeatiblearning system.

approval

In out discussion about recognizing theperation condition of Education

projects, it was pointed out that an attractivel] laed —out, well — planned
physical environment is a necessary dmrdi that should be met if
institution desires to achieve its goal or playr@te successfully.

Finally, we are enlightened n the issue of imbiltimg culture of sustaining
Education projects. A good culture of maintenameené the predicate upon
sustainability thrives. All hands were then invitedbe on deck beginning
from the leadership down to any other member aédurcational system, the
caution sounded alike — maintain what exists ireotd sustain them. The
seemingly huge responsibility of sustainability vpassented as an activity
which involve the active participation of all comeed.

Also, questions are being posed from unit to uratrticipants are to answer
the, accurately and with all amount of sincerity.

SUMMARY

This paper is a hands on paper on the concepttdisability of Education

projects. Its stated objectives are such that ddrpaactical and effective
involvement of the participants who i@l largely individuals in
education system ranging from leaders to at leastipers of such systems

on one and, and the Government on the other.
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Maduewesi, E.J. (2001) “The Role of @gb and Management
Physical Development of Federal Colleges of EdooatiA paper
presented at the NCCE workshop on capital projegiéementation
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Suggest an act that could enhance the putting @dwood project in
the learning environment.

UNIT 3

Feedback on Educational Project
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1.0

2.0

3.1

Introduction

Feedback is an information about the result of arpent. We can
further define feedback in other ways.

In  project management, feedback refers #oformation that tells
worker how well they are performing and feedbacakes from both

the job itself and management. The idea of feedlgaakwill agree

with me is a simple one, but it is of much sigrafice to people at

work since they are investing a substantial patheir lives in their

work, so from the chief executive othe institution to the
administrative head of institution (registrant) awkn to the works

department and down to the construction site tharst be to and fro
communication leading to effective feedback.

Objectives

At the end of this unit, you should be able to:

1. To discuss feedback on project implementation
2. List the importance of feedback.

3. Draw a communication process model

4. Enumerate the types of feedback

5. Analyze a survey feedback in management.

Feedback On Project Implementation
In  project execution, monthly output rdpo often are

inadequate
because the time lag is too great. Weekly and depygrts are better
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3.2

3.3.

and hourly and continuous reporting may be bettidrel work process
allows these types of feedback.

In the construction work effective supervision dielsdback.

Every aspect of the work is specified e.g. roohget, concrete mix,

wood and planks type and size, electrical wiringemal finding and
plumbering etc. S supervision will teshow workers perform by
testing flushing, weight f storey building whetliteis withstanding or

not. If there is contraction, this is quickly comnzated through a

feedback to the clerk on work who will inform thentractor and

corrective measure will then be taken in such athayif it is a beam

that has failed, you will introduce column. If &Wiring you remove

it and introduce another one. You will agree wité that the initial

feedback is veryimportant otherwise buildingray collapse or be
prone to catch fire. Even in plastering and otlspeat of the project,
feedback is received constantly. Also when the vi®gerogressing
satisfactorily according to specificationt iis also noted with
satisfaction and communicated to the managemedéteroard.

You have to note that a continuous feedback issserg and you
must allow workers to receive complete job feeddamtk positively
and negatively. If they receive negative feedbdckeait may not be
motivating.

Importance Of Feedback

We all need feedback on our activities so | say ¢naployees need

feedback about their performance. It isecause such feedback
IS

advantageous to them in the following ways:

1. It helps them know how well they areneeting their own
goals.

2. It shows that others are interested in what #re doing and

3. When that performance is satisfactory, it enkarheir self-

image and feeling of success.

4. Performance feedback leads to both ingutov performance
and improved attitudes.

Feedback And Management Control
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3.3.1

You must realize that Feedback is the major purpbseanagement
control. It is an informational input that tells wiether the system is

indeed at least achieving a steady estadind not in danger of
construction. Feedback is therefore essentior us to check the
effectiveness of communication. One can never bewhether or

not a message has been effectively encoded, traadidecoded and

understood until it is confirmed by feedback. Sarlif according to

Knoontz, O. Dounell and Heinz Weihric{1984) feedback also

indicate whether individuals or organizational apatakes place as a
result of communication.

A Communication Process Model

v

Thought

pgi=

Use of

din ) Understanding

channel to Reeceptien
transmit the
message

iinder
ceiver

?

Fig. 20.1

Noise

Communication Process Model

Feedback is the transfer of information (messafyes) the sender to
the receiver.

In an institution there may be a sudden increassrolment figures

to a state of explosion in such aayw that the facilities
over

stretched and lecture halls have become inadequate.

are

We may see a situation where this thought may be@wroncern

which is reported to the head of department. Thosight may then

give rise to a situation here the head of departmiscusses and the
problem with the dean, who is turn raises a menmadanagement.

Through these channels the message ransriitted until it
received adequate attention by management as memaoeive and

NOUN

raad tha mamo-and react to it Suaaecstions are- masaaand some
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3.3.2

either lecture halls or build additional theatreeafvhich a decision is

made. In some cases there may be a lot of noiseg®dn’t see the

noise in this context as ordinary noisaelone. You may see it as
unaffection of obstruction of understandingnay be as a result of
prejudice which may hinder development.

Control As A Feedback System

Management control is usually perceived as a feddbgstem similar
to that which operates in which the usual housd Hwrmostat. You
can see this more clearly by looking at the feeklllprocess involved
in management control as shown in fig 20.2.

Identification of

Daovaation
DT VIqQUUTI

Analysis of )

cause of
deviations

Pl <
Comparison of ¢— Measurement of |g— Actual
actual against actual of f
L standard performance performance

Programme of —P»{ Implementation ——» Desired
corrective action of correction performance

Fig. 20.2 Feedback Loop Of Management Control

We have discussed about deviation from the prajeetifications. As
soon as such deviation are identified by eitheiiriternal or external
consultants or even the project supervision, sestation should be
reported to the appropriate personnel, so thaillibe subjected to
analysis and the causes of deviations which we baxleer in this

unit could be identified.

These deviation can be in the area of roofing, eranix, wood and

plank types of size and electrical wiring. The reteige is to prepare a

programme that will remove the deviatiomas we have discussed
earlier. We have said that if the deviation ishe &rea of roofing the

defective area will be removed and thepecified sheets wused for
roofing.

For a beam that has failed you need to do songethingently by
introducing column and as soon as the implememtaticonnection

NOUN
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3.4

3.5

has taken place the performance of the projectb&ilbut to test and

to desired performance will be compareagain with actual
performance. In doing this you need thmeasure the actual
performance of the building and compare it withcéijeation given

by the quantity surveyor. The feedback loop of ngamaent control is

a continuous one.

EXERCISE 4.1
1. Define feedback

2. Establish the relationship between feedbaekd project
implementation.

Feedback Loop In Education Management

Feedback loop is the final Ilinking inthe communication

process
which puts the message back into tlystem as a check against
misunderstanding. Also feedback is the degree witich you are

carrying out the work activities requireddy the job results
the

individuals  obtaining direct and clear formation about the
effectiveness of his or her performance.

Types Of Feedback

I. High feedback such as an electronic m firworker who
assessments computer in computer centre and thigthéen to
determine it they operate properly.

ii. Low feedback such as electronic workemgho assemble
computers, radio or television and put them routkitem to
qualify control inspector who tests them for propperations
and make needed adjustments.

ii. Open feedback channel. This is situation when eyagl® not
only learn how well the performance ithe execution of

NOUN

project—but—also—whether—their—performamcisc—improying,
deteriorating or remaining at constant level.
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3.6.

EXERCISE 4.2
1. Mention and describe the types of feedback.

Organizational Feedback

Project implementation is a team worketween workers.
Organizational development relies heavily on feelia participants

so that they will have concrete datan which to base decisions.
Feedback encourages them to understand tumtish and take self
corrective action rather than walk for some one @stell them what

to do.

And example is a feedback exercise in an orgaoizakidevelopment
programme. Participants are separated into twopg,aane group is
involved on expansion of lecture hall and the otjreup is working
on child development centre construction in theaargation. Both
groups are asked to develop answer to the followirgstions.

What characteristic best describe our group?
What characteristic best describe the other group?
How will the other group describe us?

After the separate groups have prepared their assthey

assembled and presented their answers the other group.
They gave concrete feedback about impression eacip dpas

of the other, and there usually a major misundedstas. In

the presentation no arguments are allowe@uestions are
accepted only to clarify what the other group rsg The

groups are separated against to discuss othenapgest

How did these misunderstandings occur?

What can we do to correct them?

With this new feedback, the groups met to devefmiic
plans of action for solving their misunderstandingseach

instance feedback about themselves is thasis for the
assimilation.

EXERCISE 4.3

What is the advantage of working as a team?

NOUN
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3.6.1

3.6.2

4.0

Survey Feedback

Survey feedback is the first step using job sattsfa information is
to communicate it to all managers so that theywsaterstand it and
prepare to use it. Managers will be the ones toenaaly changes
suggested by the data, so they want to see thereadn order to
make their own judgments (Robsins 1999). The recendations of
job satisfaction specialists are helpfully but ngera must make the
final decisions.

Feedback To Employees

When corrective action is taken as a result ostirgey, details of

what was done should be shared with employeesasaspossible.

Davis (1981) told wus that only in shiway wil the people
who

participated feel that management listened to taecthtook action on

the basis of their ideas. This also assures emedotyeat their ideas

rally were wanted and are wanted stilln fact, good publicity to
manager and employees is essential fratart to finish in a job
satisfaction study — to explain what the studyndteto accomplish,

report the information gathered, and tannounce what
corrective

action has been taken.

One thing is sure, if job satisfaction survey @sd®, management

should be prepared to take action on the resutipl&yees feel that if

they cooperate in stating their feelings, agement should tryto
make some of the improvement they suggest. A sasetavclose off

future expansions of employees’ opinion is to taitake action on

the opinions already given. It should be rememb#ratimanagement
asked employees for their ideas so employees stiégd in feeling

that action will be taken on the least some of them

EXERCISE 4.4
Describe briefly how effective feedback affects égpes.

Conclusion

No organization can survive without effective feadb mechanism
because it is through feedback that corrective oreasare taken and
the system is reinforced.

Like the system analysis theory (input — processit-put) the output

NOUN

IS Improved on through the tfeedback of the consarmemplatrat
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5.0

6.0

7.0

the organization/system. It is through the feedlihek the products
of education are improved upon, policiecamended and when
necessary replaced.

Summary

In this unit you have learnt quite a lot about ek, its features and
importance in organization and project vadlepment. It has
explained to you that the final link in the comnuation process is a
feedback loop, so that when communicatisource decodes
message is put back into system theeddack and how
feedback

brings about control in management.

Further Readings
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Controversies Application.

Prentice Hall of India Private Limited; U.S.A.

Tutor Marked Assignment
1. Describe the effect of feedback to employees.

2. What is the importance of feedback in projechaggement?

NOUN

been

the






