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PREFACE
I am pleased to present SlDA'S Guidelines for Project Support -
Metodhandboken - in an English translation. This booklet includes
basic procedures and policies for preparation, appraisal, follow-up
and evaluation of SlDA-supported projects and programmes. These
guidelines synthesize more than 20 years experience of development
assistance. However, policies and procedures of this kind will of
necessity be subject to continous review in response to changing
conditions for development.

It is hoped that these guidelines could serve as an introduction and
a useful guide to our colleagues and partners in the developmem
dialogue.

@,,bVX

é Kår - -
Carl Tham
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1 IN TRODUCT ION

This booklet is a summary in English of SlDA'S guidelines for project
support preparation and implementation, "Metodhandboken"',
Its purpose is to present the basic philosophy and methodology of
SIDA'S practical development cooperation to recipient countries,
consultants and any others interested in Swedish aid.

Even though SIDA can operate in a number of varied and flexible
forms, there is one basic project method to which the preparation and
implementation of all Swedish assistance relates. The basis of any
support is to contribute, in the form of "projects", to the process of
change in the recipient countries. Even when the assistance is chan-
nelled as humanitarian, emergency or import support, or through
non-governmental organizations, the basic project method should
apply when analyzing needs, formulating objectives and assessing the
efficient use of Swedish support.

The guidelines emphasize the vital importance of the initial phase
in a project. This phase should include a proper problem analysis, the
formulation of clear goals and targets and an appraisal of the ex-
pected efficiency or cost-effectiveness of the project and of the useful -
ness of Swedish support.

SIDA'S project cycle is intimately connected with the recipient
country's project preparation cycle. In fact, many projects are the
result of a dialogue, the main elements of which are depicted in the
figure below.
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') The original text has been summarized and re-worked by Lars Rylander
and translated by Ken Taylor.
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The initial project assessment should have, as its starting point,
the results of a pre- feasibility study by the recipient country. This,
sometimes, then results in the joint formulation of the terms of
reference for project design and a more thorough feasibility analysis.
SIDA'S project support preparation is normally based on an appraisal
of this analysis and should also include a comprehensive analysis of
the Swedish input, its volume, orientation and terms.

The total course of a project is depicted below.
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existing projects or from their spill-over effects. They may also arise
from informal sessions or annual reviews on the future orientation of
the cooperation. Or indeed from ideas developed by Swedish popular
movements.

CRITERIA
Irrespective of the origin of the idea, once a request has been made
SIDA welcomes an informal discussion of the idea before too many
administrative resources are allocated for further preparation. SlDA'S
position in these discussions rests upon three clear-cut criteria. The
project must be given priority by the appropriate authorities in the
recipient country, the project must fulfil the objectives of Swedish aid
and SlDA'S financial frames and administrative capacity should not
be exceeded.

PHIORITIES
SIDA normally operates through, for example, the external resources
department within a planning ministry, or through any similar body
which has the overall and final responsibility for making priorities in
the use of Swedish funds within the recipient country.

This means that no request, however justified it may seem, will be
assessed before fulfilling certain requirements. lt should be formally
approved in writing by the Planning Ministry or its equivalent.

SEBISH OBJECT IVES
Swedish aid has four main objectives:
0 economic growth
0 economic and social equity
0 democracy
0 economic and political independence.
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These objectives are of equal weight and importance. They form a
whole, and each individual objective supports the other three in the
process of development. They apply both to the selection of recipient
countries as well as to the orientation of the assistance within a single
country. Not all the objectives have to be taken into consideration in a
project or in the cooperation with a country. Rather, by means of an
economic and political analysis of the country's situation, SIDA
selects the proper mix and the subsequent sector orientation for the
assistance to each recipient country. This is done in consultation with
the country concerned.

These deliberations, which also include a definition of the target
population in the country, are regularly revised duringthe cooperation
with a particular country, guided by the so-called programme cycle.

The programme cycle guides the over-all cooperation with those
developing countries that the Swedish Parliament has decided to sup-
port with long-term development assistance.

The programme cycle evolves from a discussion in SIDA based on
the experience of the orientation of a particular country. It ends up in
a clear proposal for the allocation of resources to specific purposes
(projects, programmes etc) in the forthcoming cooperation. lt should
be emphasized that the size of the financial frame for each country is
decided by Parliament and based on SlDA'S budget proposal.

The programme cycle covers the following steps:

0 SIDA'S preparatory discussions and review of the cooperation
(every fourth year this review is based upon an independent ap-
praisal of the cooperation, the country report);

0 discussions with the recipient country;

0 the recipient country's request;

0 SlDA'S proposal to the Government (the cooperation pro-
gramme);

0 the development cooperation agreement, which normally covers
a two-year period.

A mid-term review is normally undertaken during the agreement
period. As for the question of assessing the idea for a project in accor-
dance with Swedish objectives, SIDA will usually make an informal
judgement as to whether the project is in obvious conflict with them
or not. Projects aimed at improving or reorganizing the police force,
building expensive administrative or commercial centres and
highways, and purchasing equipment for the recipient country's
diplomatic missions are examples of requests that will usually be
turned down immediately.

Sometimes a deeper analysis is required concerning the project's
impact on the target population in relation to the Swedish objectives.

9



Such analyses are usually carried out at a later stage in the process.
Economic growth is a necessary, though not the sole condition for

long-term development. As is the case with the other Swedish objec-
tives, growth can be regarded both as an objective and as a vehicle
for development. For example, this dual effect can be seen when
economic growth improves the standard of living for various strata of
the population and at the same time strengthens the political and
economic independence and the social and economic prerequisites
for democracy.

This also means that if economic growth is only attained at the ex-

pense of any of the other three objectives, it can no longer be con-

sidered a desirable development objective in Swedish terms.
The growth concept also refers to more abstract resources, such as

health, knowledge and nutritional standard. lmprovements in these
fields are considered beneficial to growth, since deficiencies often af-
feet the conditions for long-term development.

Having social and economic equity as an objective for Swedish aid
means, in practice, that the support should contribute to improving
the conditions for the rural and urban poor. In countries where it is
judged that social and economic inequality is a major problem, SIDA
will give priority to projects that aim at remedying the situation.

Many projects and programmes also favour groups that do not
belong to the main target group in a particular country. For example,
primary health care and primary education projects include all the
patients and all the children in the project area. If the social and
economic equity objective is to be fulfilled, however, SIDA must tryto
ensure that the target group is at least equally favouredby the services
provided. SIDA may also want to influence certain features of the pro-
ject in order to ensure that the target group is fully included. Such
features couldinclude deciding where the project should be located or
choosing the appropriate project technique and organization.

Support for democracy and related processes is mainly encouraged
through the choice of channels for the support and by popular par-
ticipation in project design and implementation. SIDA can promote
popular movements that strive for pluralism, democratic freedom and
human rights. Popular participation in project preparation and im-
plementation is often a very ef fective method for ensuring that aid is
well utilized in terms of target group achievement and effectiveness.
Adequately managed, support by popular participation can con-
tribute to all of the Swedish objectives.

Increased independence does not only refer to the political situa-
tion. Swedish aid might also include support to increased indepen-
dence in commercial, financial, technological and cultural terms.
This objective has strongly influenced Swedish support to the
SADCC-countries and their struggle to be less economically depen-
dent on South Africa.

10
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SlDA'S CAPACITY
Project ideas that fulfil the above criteria completely may still be turn-
ed down. A third criterion for Swedish aid is that the project must not
exceed SIDA'S financial frames and administrative capacity. SIDA
operates with annual budget frames for each recipient country that
represent the maximum financial commitment. However, unless the
proposed project is of considerable size, financial constraints are
seldom a reason for turning it down.

Another constraint is SlDA'S administrative capacity. Experience
demonstrates that good support should involve the donor in a
dialogue with the recipient over the project's merits, feasibility and
implementation. Since SlDA'S capacity is limited, the involvement
has to be assessed in relation to the following:

0 sector concentration
0 the project's size and time- frame
0 opportunities for co-financing
0 availability of Swedish resources.

SIDA has decided to concentrate in each country on certain sectors,
such as primary health care, primary education, small -scale industry,
agriculture and communications. This is mainly because SIDA con-

siders these sectors crucial for development and also because these are
fields in which Sweden has considerable professional competence and
experience. The number of sectors supported in each country is
regularly revised. Thus, a project which fulfils all the pre-requisites
might be rejected due to SlDA'S sector concentration.

SIDA sometimes only concentrates on one kind of project within a
sector. This may be because some particular professional skills are
available to SIDA or have been developed. Or the time-frame and size
of the project might influence this decision.

Co-financing is sometimes a possible way of supporting projects
without consuming scarce administrative capacity. This is primarily
the case in co-projects withthe World Bank and with the other Nordic
aid organizations.

lt goes without saying that the more competent and competitive
Swedish companies and organizations are, the easier it is for SIDA to
support a certain activity with Swedish know-how. On the other hand,
SIDA will not and cannot, discriminate against non-swedish bidders,
unless the support is given in the form of tied aid.

To summarize, SIDA welcomes an informal discussion of the pro-

posed project before the formal request is handed over. SIDA'S judge-

ment will be based upon the following criteria. - >

%
'
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3 INI TIAL PROJECT
ASSESSMEN T

If the pro ject idea has met the criteria mentioned above, SIDA will ini-
tiate the formal project assessment. In a normal case, the recipient
country is asked to present the project idea in a pre-feasibility report.
In some cases, however, and in particular when the project idea has
emerged from a joint identification process, SIDA could initiate the
project assessment without prior written information.

The formal starting point is a request from the recipient country to
SlDA'S Development Cooperation Office.

PRINCIPAL QUEST IONS
Briefly the initial assessment should respond to four vital questions:

1. WHICH problem is the proposed project expected to resolve or
alleviate? (Problem analysis)

2. HOW is this problem to be resolved? (Goals analysis)

3. WHO is affected by the problem or will be favoured by its reso-
lution? (Target group analysis)

4. WHAT resources should be allocated for its resolution? (Efficiency
analysis)

PROBLE ANd GOALS ANALYSIS
The underlying problem of a proposed project is not always well
analysed. lt is often taken for granted that the new school-building,
the health centre, the fishery project or whatever, will be a significant
contribution to the country's development.

But, if the context in which the project appears is not sufficiently
understood there is always the risk that the "wrong" problem is
tackled. The following example might clarify this thesis, and serve as
an elaboration of questions 1 and 2 above.
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EXAMPLE
SIDA has received a request to participate in a national artificial in-
semination project. Thebasic aim of the project is to cross the local
low-production dairy cattle with high-yield European stock. The
request has been discussed and the Development Cooperation
Office has decided to initiate the project assessment.

The request put forwardthe case forthe needto improve general
nutritional standards as a general prerequisite for increasing the
standardof living within the country notleastin the rural areas. The
milk production of the Iocal cattle (200- 300 litres per annum) is
compared to the production of the European cattle (6000Iitres per
annum). Through improving the local cattleis yield, milk consump-
tion would be greatly increased with a resulting increase in the
general health standards of the population.

The arguments in the request are based on the following
analysis of the problem.- - >

Measures to increase milk production, theretore, seem ro ce me
solution to the problem. A deeper analysis of the situation would
show however that the low nutritional standard is also due to other
factors e.g. poor vegetable protein production or low production of
other animal foods besides milk. We shall assume, however that
the authorities prioritize an increase in the production ofmilk as a
basis for improving general nutritional standards. We can there-

fore, in this example, ignore the other factors in the initial assess-

ment.
According to analyses made, the low milk production is due to

the low yields from the local cattle. The authorities explanation of
the low yieldis based entirel y on genetic factors affecting the local
cattle. Onlyb yimproving the stock through cross-breedingcan pro-

duction be increased.
If we accept this analysis in the idea preparation we could iden-

tify the following goals and targets for the project:

Activities Production
Target
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The assessment ofthe under-lyingproblem shows, however that
milk production is notmerelydependent on the genetic conditions.
The volume of production is also dependent on the state of the
market with regard to production prices andquestions of distribu-
tion. Low average milk yields mayalso be due to low milkprices or
inadequate transport systems. Furthermore, there may be other
factors which affect production such as lack of fodden poor
management and diseases (e.g. foot and mouth disease).

E ven the social and medical aspects are of importance and must
be taken into account and analysed. Who will actuallyconsume the
increased milk production?can one specifythe nutritional connec-
tion between increased milk production and health standards?
Will the targetgroup be able to utilize the nutrition provided?

An analysis ofthe whole problem couldlooklike this:

Poor nutrition
(lack of protein)

Lack of nutritional
substances Lack of milk

other than milk

Low production prices Low-yield dairy cattle

Lack of fodder Poor management Poor genetic stock

According to the above analysis of the problem, the project goal is
dependent on several factors besides the genetic composition of
the stock. If the project is based on the goa! and targets shown on
page 1.52 then the risks are great that the goa! will notbe reachedor
will onlybe reached atgreat cost i.e. through inefiective methods.
Often, only the technical side ofthe problem is studied in the pro-
ject identihcation stage, whilst the social and economic factors are
ignored. This type ofproblem analysis is based on technical project
goals at too low a level ( "more milk" rather than "improved nutri-
tional standards').

lt is onlyafter the problem anal ysis has identined and assessed
the most signincant and relevant limitations andbottle-necks that
correctgoals can be set and the project designad in accordance
with them.

14
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TARGET GROUP ANALYSIS
When assessing a target group of a project, it is, of course, imperative
to ascertain whether the social and economic strata of the population
favoured by the project coincide with SIDA'S target group in the
country.

The target group analysis is relevant even when the project has a
wider orientation, such as, for example, support to general public ser-
vices or to an infra-structural investment project. In these cases SIDA
needs to be reassured that the target group will not be affected
adversely by the project.

The analysis becomes difficult when investment projects are ap-
praised, since the purpose of the investment is to forego consumption
today in exchange for greater consumption tomorrow. One way, at
least, of approaching this difficult problem, is to try to assess which
groups willbe the ones to suffer from reduced consumption today and
which groups will benefit from increased resources tomorrow. The
analysis thus becomes socio-political as much as technical and
economic.

TARGEI' GROUP PROBLEMS -
EMPLOYMENT QUEST IONS IN
BANGLADESH
lt is not unusual for a project
to have several subgoals and
to be aimed at different levels
and groups within the com-
munity. The Intensiva Rural
Works Programme (IRWP) in
Bangladesh has two main
aims. Firstly the programme
is intended to stimulate em-
ployment in the rural areas,
both in the short term and in
the long term, and especially
during the agricultural low
season. This part of the pro-

gramme is aimed at suppor-
ting the poor, wage-earning
labourers. Secondly the pro-
gramme should mainly help
increase agricultural produc-
tion through improvements
to the infrastructure. Here
the programme supports the
land owners.
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4 FEASIBILI TYANALYSIS

The donor and the recipient country cooperate closely during the pro-
ject support preparation stage. SlDA'S initial assessment is often used
as a basis for proposingthe terms of reference for the feasibility study,
whilst, at other times, the recipient country might well decide to carry
out the feasibility study in a different way, without prior consultation
with SIDA.

SIDA must, however, make a detailed appraisal of the targets, their
technical feasibility, the inputs and organization required, the invest-

ment and financing needs, the financial and economic feasibility of
the project and the plan of operation.

GOALS ANB TARGETS
The description of the project's goals and targets should be based on
an analysis of the problem to be solved. Defining the goal is to
describe the situation that should prevail on the completion of the
project.

In other words, the definition of the goal of the project is, per se, a
definition of the changes desired. And, moreover, it must be possible
to measure whether the goal has been met. This calls for the transla-
tion of the goal into indicators i.e. facts and figures.

Such indicators can normally be selected very easily for production
targets, as these are usually clearly expressed in physical terms (e.g.
tons, numbers, dollars, kilometres etc). But the overall project goal
and other, more abstract goals often contain qualitative aspects which
are not easy to express in such concrete terms. Despite the difficulties,
it is important that the goals be specified and quantified as clearly as
possible.

EXAMPLE
The goals of an education project couldbe formulated as follows:

0 70 improve primary school education by training 2500primary
school teachers overa 10year period and byraising theprimary
school attendance figures for the target group (i.e. primary
school children). This main goa! shouldbe achievedby:

18



0 Building extensions to the already existing teachers' training
college in the capital.

0 Building a new teachers' training college in the regional capital
during the first two years of the project.

0 Developing a new curriculum to be used from the third year of
the project.

0 Raising the intake of teacher trainees from 100 to 250 as from
the third year of the project.

0 Creating a system in each district to subsidize school uniforms,
meals and school books. This should start from the hrst year of
the project with a pilot scheme in one district. The experience
from this should guide the introduction anddevelopment of the
system within the other districts.

The first stage of the project - the building work and curriculum
development - should be completed by at the latest, the end of
the second year The total costs should not exceed 38 million
Swedish crowns.

The social strata influenced by the project both positively and
negatively, should also be identified, either in socio-economic terms
(class structure, access to land, jobs, public services etc)
or in demographical terms (age, sex, ethnic group etc).

In many cases it is necessary to make an analysis for both sexes,
since the distribution of labour and resources within the family differs
in different societies. Women often belong to the under-privileged
groups in developing countries. They usually have a heavier workload
then men, and their individual freedom is restricted. Women, in gene-

ral, are more poorly educated and are also forcedto play a subordinate
role politically. An analysis by sexes is particularly necessary in pro-

jects where the equity objective is considered impot1ant. All factors
that affect women's economic, political and cultural situation should
then be assessed. The distribution of workbetween the sexes, women's
disposition of material resources and women's opportunities to exer-
cise their influence in society are examples of areas which could and
should be included in this assessment.

TECHNICAL FEASIBILITY
Most projects include the development of transfer of technical know-
how or of management, organizational and public administration
skills. In order to be ef fective, this know-how must always be adapted
to the environment in which it is supposed to serve.

Generally this means that readily available know-how in Sweden
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will usually not be very effective in a developing country. One major
reason for this is that the relative prices for labour and capital differ
substantially, which, in turn, means that capital-intensive techniques
are seldom the most suitable project techniques. It could be added
that the local market for sub-suppliers and maintenance cannot
always cope with capital-intensive investments.

The technical feasibility of the project thus requires more than a
transfer of ready-made know-how and technology. This also applies
to administrative and organizational systems and routines. In the
preparation of each project the question of adapting the technology
and know-how must be thoroughly analysedto ensure that the project
will be carried out using suitable methods.

A HOSPITAL IN VIETNAM -

VENTILATION PROBLEMS
The children's hospital in Hanoi, built with Swedish support, is an eight-storey
building. Duringthe planning anddesign phase in Sweden, careful calculations
and specifications were madeto ensure the installation of an efficient ventilation
system.

As the construction work neared completion, howevei; it became clear that
there were obvious deficiencies in the system as designed. lt had been thought
that the long, narrow building would be ventilated length-ways through the cor-
ridors. But no real provision had been made to open up this cross-draft.
Moreover, the installation of windows in the end walls was not seen as the answer
to this problem due to the risk of breakage. Besides this, all the operating
theatres were placed, as they are in Sweden, in the centre ofthe building without
windows and completely reliant on electricity for both light and ventilation. Power
cuts are frequent.

In Vietnam and other tropical countries there exists a tradition of building
houses using the natural ventilation provided by open corridors, ventilation
holes over doors and windows, overhanging eaves etc. The main reason
why the ventilation system in the children's hospital in Hanoi was not suited
to the prevailing conditions was that the planning and design had taken
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place in Sweden. Only
the architects and
some of the engineers
responsible had visited
Vietnam. Often the de-
tailed design was made
by people who had no
first-hand knowledge of
the country.

lt is extremely impor-
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tant to take the time to
discuss technical solu-
tions in depth with the
recipient country. Nor-
mally it is not advisable E l
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to work out a proposal in Sweden and then submit it for comments to represen-
tatives of the recipient country. Rathen the proposal should be worked out in-
country after careful discussions, without pre-conceptions, and after the collec-
tion of the relevant facts and of previous experience.

PROJEC1' lNPUTS ANB ORGANlZATION
Technical inputs, organization and staffing are decisive factors in en-
suring the project's effectiveness.

The choice of the technical inputs to be made and the equipment to
be used will normallydepend on the technical level and technical solu-
tions chosen for the project. The feasibility study should specify the
technical standards and production levels required.

The technical assistance element in the project should likewise be
specified during the feasibility study. This technical assistance, or per
sonnel assistance, as it is sometimes known, is a strategic resource in
planning and implementing aid. When used properly, technical
assistance can be a decisive factor for the outcome of a project. But
there are also some complex, negative aspects when different cultural
value systems meet and come into conflict with one another.

SIDA can propose various forms of technical assistance. The local
assignment of expatriate personnel is a reasonable solution when the
technical assistance is required by public organizations to supplement
or even supply regular staff. In such cases, SIDA'S role is normally
reducedto paying a salary supplement and social security costs, whilst
the local authority is responsible for recruitment and overall admini-
strat10n.

SIDA contributes to the personnel costs for volunteers, who are
engaged in project activities through non-governmental organiza
tions. SIDA can also engage personnel on contracts in SIDA sup-
ported projects either on a long-term basis (normally 24-months) or
for shorter assignments. An increasing number of Swedish expatriate
personnel are engaged via consultant companies, where SIDA con

21



tracts the company for a specific task that often involves project
management and the transfer of know-how.

Whilst contract personnel are normally engaged in staff positions,
consultants are hired exclusively for project identification, feasibility
analyses, planning and design.

TRAINING ZIMBABWE'S
ADMINIST RATION
At independence Zimbabwe
took over a public sector
which was mainly manned by Ö:**

white civil servants, at least
in the managerial positions.
A great many of these left the
country shortly aftenlvards.
Their administrative tasks ?
were often taken over by
trained but inexperienced
personnel. At the same time
the public sector was quickly
expanded to include those
areas which had been * €

neglected by the previous
government's development
policy. In order to deal with !
this situation, Zimbabwe
decided to invest in large-
scale administrative training
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programmes for both civil servants and local government officials.
SIDA was asked to participate in building up this programme. Even though

there were no detailed plans as to how this training should be organized, SIDA
agreed to take part. Swedish expertise was placed at Zimbabwe's disposal in
order to developtraining plans, produce educational materials and to advise on
organization and methods. SIDA engaged the services of SIPU (the Swedish
National Institute for Civil ServiceTraining and Development). During 1983SIPU
organized and took part in several short-term inputs, either acting as a catalyst
or in an advisory capacity. The support started with a study visit to Sweden of
those Zimbabwean officials responsible for training within the administration.
The Swedish Association of Local Authorities has been engaged to work at local
government level and began by organizing several short inputs during 1984.

The shaping of the project organization depends greatly upon the
recipient organization's ability to absorb the external support.

Sometimes this capacity is reduced because of inefficient ad-
minstrative procedures and routines or lack of management person
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nel. The feasibility analysis shouldindicate whether such bottle-necks
might occur. An inefficient administration is not just a problem for
the project but also for the country as a whole. Often there is an acute
awareness of the situation and a general interest in dealing with it. In
such a case SIDA could be helpful, through projects aimed at suppor-
ting organization and management in public administration.

If the country lacks management personnel, precautions should
be taken in the project organization to improve the capacity for pro-
ject management and back-stopping. This can be done, for instance,
by engaging a consultant. (For further discussion, see Chapter 6.
"Project implementation", page 34).

When analyzing the country's capacity to absorb development
assistance, the following points should be considered:

0 the local staff's experience and competence for project work and
project management;

0 the procedures and routines for transfer of resources from donor
to project (the interplay between the donor, the planning ministry,
the sector ministry, the relevant regional or local authorities and
the project itself). Potential bottle-necks should be identified;

0 the procedures for the purchase of goods and services and the
competence to carry out such purchases;

0 the relationship between the project and the responsible ministry
i.e. the financial and administrative independence of the project;

0 the need to provide support to the project management itself.

INVEST ENTS AND FINANCING
Total project costs should be compiled and divided into investment
and recurrent costs, and foreign and local costs respectively. The costs
should also be calculated annually throughout the project period.
The table below could serve as a model for a project budget.

PROJ ECT COSTS (million SEK)
Year 1 Year 2 Total

lnvestments
foreign costs
local costs

Recurrent costs
foreign costs
local costs

l.

~ aid

@ ål?} @
O'*GÅMlZA1'I@,4

12
3

8
2

Total/ Total foreign costs

0.5 3

l 8.5

12,5 11

20
5

3,5
9,5

23,5
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According to SIDA'S policy, the Swedish contribution is not just
reserved for foreign costs or investments. SIDA'S contribution may
cover expenses in local currency or operating costs. SlDA'S support to
any of these will, however, be based on the assumption that the local
contribution will gradually increase.
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The budgeted project cost should also be matched by a plan for pro-
ject financing. The more complex the project, and the more donors
involved, the more important it is to specify in detail each donor's
contribution (foreign/ local costs; investment/recurrent costs).

FINANCIAL ANd ECONO IC FEASIBILITY
When the budget has been agreed upon, it is important to assess
whether the project is economically feasible, i.e. that the relation
between costs and benefits is reasonable.

in projects that do not generate income or where the goal cannot be
expressed in monetary terms, SIDA will accept that the project's
feasibility should be measured by its cost-effectiveness. This means
that certain vital average costs are calculated, eg. cost per square
metre of construction, cost per school year or per graduated student,
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cost per teaching aid produced, cost per participant in literacy classes,
cost per vaccination, per laboratory test and per health-centre etc. #{7 {?

'
Ä / " @1*The purpose of making these estimates for the cost-effectiveness if. li N

analysis is not to establish the figures as such, but to compare them nå * Le#= =éåt }Ii; ÅH il
tä;Åäii"' Ti (4 ~with corresponding figures in similar projects in other regions or in  @ £

other countries. If the projected cost-effectiveness is substantially
ti £J'ril I II 'J !lower than that of corresponding projects, the reasons for it should, if *  FF

possible, be identified and discussed. In general, projects that deviate tå,ål ,I ö ii

considerably from normal cost-effectiveness will not be acceptable,
regardless of their justification from other points of view.

BASIC MEDICINES IN BANGLADESH
SIDA presently supports a
project aimed at increas-
ing access to safe medi- ~

~
!!

cines in Comilla District,
Bangladesh. The goal of
this project is a qualitative
one i.e. the improvement {
of the standard of health of - ~

~ :U

-

~ . IL.,éJ'i"'~
the local population. It is, "

Sg.
.,EI gil

however, extremely diffi-
cult to measure the eftectiveness of this type ofproject by, for example, trying to
relate costs saved to the decrease in cases of illness. The connection between
better health standards andthe availability of safe medicines is often a matter of
conjecture. One can, however, try to estimate the cost-effectiveness of the pro-
ject by identifyingthe main areas of activity within the project and by comparing
costs with expected results.

The cost-effectiveness of the project in question could be calculated as
follows:

0 The number ofpersons requiring training, the places available, the costs per
person.

0 The number of information campaigns needed, the costs per campaign and
per individual estimated to be reached by it.

0 The costs of producing basic medicines within the project as compared to
current market prices.

0 The expected increase in coverage of the demand for medicines in the area.
as compared to the present situation and the cost for this increase.

The project's cost-effectiveness can be evaluated by comparing project costs
with the equivalent costs in similar projects both within Bangladesh or else-

where. If this comparison shows that the project is Iess cost effective than other
comparable projects, the reasons should be defined and stated.
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The efficiency of industrial and infra-structural projects should be
calculated in a financial and economic projection according to com-
mon international standards, such as those described in the UNIDO
"Manual for the Preparation of Industrial Feasibility Studies". in the
transformation from the financial analysis to the economic analysis,
it is imperative to adjust the prices for goods and services when the
market prices deviate from their social values. This is done by the use
of shadow prices that reflect the resources' social opportunity cost i.e.

realistic estimates of the true value of such goods and services. This is
particularly important with regard to labour and foreign exchange.
The economic analysis must also include various side-effects of the
project and exclude financial transfers such as customs, taxes or
charges.

SIDA has no minimum acceptable levels for the financial or
economic internal rate of return. The appraisal of the project's
feasibility is made from case to case.

3705k~ é ~['}"h)2

It is recommended that both the financial and economic analyses
should include an analysis of the project's sensitivity to changes in
sales price, exchange rate and capacity utilization.
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FOREST INDUST RY IN MOCAMBIQUE
- A COSTBENEFIT ANALYSIS
A cost-benefit and profitability
analysis was made prior to starting
the Manica Forest Industries pro-
ject in Mocambique. The project
aimed at producing both sawn
timber and chip-board.

As a first step the effects of the
project were identified. The goals
were clear - to produce sawn
timber and chipboard. However, it
was also expected that the project
would stimulate thedevelopment of
the region, lead to improvements in
the infrastructure of the neigh-
bouring forest area, save foreign ~~é-*

,az;

exchange by replacing imports and
stabilize the Iocal labour market. -,.;~äéé~ '

To achieve these benefits the com-

munity would need to utilize the
labour force and the capital and
support goods not only directly in the production of timber and board, but also
indirectly in the necessary complementary investments in the infrastructure
of the area. lt also was thought that the project would have limited negative
effects on the environment.

Not all the benefits were quantified. The yearly production was estimated at
26000 cubic metres of sawn timber and20000 cubic metres of chip-board, using
as basic data partly the planned production capacity and partly the estimated
demand. The following costs were quantified: labour, capital investment, other
running costs. The other effects identified were described qualitatively.

The value of all the quantified effects was estimated. The current value of
costs and benefits were calculated and a social cost-benefit analysis using
shadow prices was also made. For example, foreign currency was calculated at
a higher rate of exchange than the official one.

When the outcome was compared to the resource consumption, it could be
seen that the project was beneficial. The result of both the cost-benefit analyses
and the project feasibility study at current market prices showed that the project
was reasonably efficient. This was also the case when the qualitative effects of
the project were assessed.
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PLAN oF OPERATION
All detailed information regarding the implementation of the project
shouldbe compiledinto a plan of operation. A draft plan ofoperation
should be enclosed with the feasibility study.

EXAMPLE
A PLAN OF OPERATION FOR A PROJECT
The plan of operation states the goa! of the project, the most impor-
tant activities, the budget, the organization and the division of
responsibilities, and the system for implementation and monitor-
ing. lt should also clearlydescribe who is to do what.

The plan of operation should not include reasons, motives or
general statements ofintent.

lt couldbe di vided into the following sections:

1 . Introduction

2. Goals

3. Production targets and
activities

4. Budget

5. Monitoring

28

Short background.
References to feasibility
studies and project appraisal
reports etc.

The project's goa! and targets

Description ofthe production
targets and main areas of ac-
tivity Possiblydividing main
activities into sub-areas.
General time-plan for the im-
plementation of the project.

The projectbudget broken
down into activities. cost
classihcation and year
Sources offinance i.e. income
or contributions from the reci-
pient country or from the
donon

Description ofroutines for
planning, implementation and
monitoring. Routines for
reporting. Special evaluation
systems.



6. Organization and admini-
stration

Z Time-schedule

Short description of the pro-

ject's organization and staf-
fing and it's position within the
recipient country's administra-

tion. Areas ofresponsibility
Possible posts for expatriate
development assistance per-
sonnel.

Description of time-plan for all
essential activities to see
when different resources have
to be made available in order
to meet established targets.
In expensive projects, where
delayimplies hugo additional
costs, a critical path analysis
should also be made.
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5 PROJECT SUPPORT
PREPARATION

The final stage in SIDA'S preparations is the project support pre-

paration. AlI relevant information regarding the project is compiled
into a brief support memorandum and presented to SIDA'S manage-

ment for final decision.
The recommendations in the support memorandum are partly

based on an appraisal of the project's merits as described in the
feasibility study, and partly on an appraisal of the effectiveness of
SIDA support to the project.

POJECT APPAISAL
SIDA sometimes uses external expertise to appraise the entire
feasibility study or parts of it. It is always useful to have unbiased
opinions especially on the projects's technical and economic feasibi -

lity, and risks for failure. These "second opinions" form part of the
basis for SlDA'S decision-making.

In certain cases, it is advisable to appraise the feasibility study
through ajoint reviewby the recipient country and SIDA. This mainly
occurs when the project preparation has been carried out in close co-

operation between the two parties.

SWEDISH SUPPORT
SIDA can support the project in the form of cash contributions, ser-

vices (personnel) and goods. The first assessment ofthe combination
of Swedish resources to be used in the project and their availability
and effectiveness, has already been made during the idea preparation.
At this stage, the rask is to specify in detail the kind and volume of
resources requested and the timing oftheir partipication in the pro-
ject.

The recruitment and training of expatriate staff must be planned
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for and, preferably, initiated, as this procedure is often very time-

consuming. Specifications and bidding procedures need to be
prepared for any goods required.

PROJECT AG EE ENT
A draft project agreement is enclosed with the project support
memorandum although it has usually been handed over to the reci -

pient country informally as soon as it has been worked out. The pro -
ject agreement is subordinate to the development co-operation agree-
ment which sets the terms ofthe co-operation and specifies the overall
financial contributions by the parties concerned.

All the provisions regarding the project support and the recipient
country's responsibilities are regulated by the project agreement.

he project agreement normally covers the following items:

0 Parties involved

0 Background

0 Goal(s) and target group(s)

0 Amounts contributed

0 Contractual period

0 Whether the financing comes from within SlDA'S budget frame
for the country

0 Allocations per budget year or dates when such allocations are to
be decided

0 Routines for payments ifthese do not already exist or differ from
those described in the country agreement
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0 Utilization of contributions: programme/project, production
goals, activities, type and possible allocation of resources

0 Plan of operation with budget (usually only referred to or/and
attached)

0 Reporting systems: financial accounting and reporting together
with proposals for annual working plans and budgets

0 Monitoring

0 Evaluation

0 The parties' undertakings: e.g. who purchases, who pays.
Whether local labour is to be provided

0 Special conditions: e.g. if some of the financing is to be completed
before Swedish funds are to be made available. What accom-
odation etc. is to be provided before expatriate personnel are sent
out. Are counterparts needed?

0 Reference to country agreements

0 Dates showing when the agreement comes into force and when it
termmates.

BIALOGUE
The dialogue between SIDA and the recipient is not limited simply
to the identification of the project. There should be a continuous
exchange of experience throughout the total project cycle.

SIDA'S opinions might well range from cautiously expressed gen-
eral view-points and comments to highly specified conditions for
Swedish support to a project. The strength of the opinions expressed
is often dependent upon the level at which it is proposed to solve the
identified problem. In a very schematic manner, the following dia-

gram describes the relationship between Swedish official opinion and
the nature of the problem.
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The main part of the dialogue takes place in the recipient country
during the follow-up of a project although representatives from
SlDA'S head-quarters and from the Swedish Government may
sometimes participate.
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6 PROJECT
IMPLEMEN TI4TION

The implementation of the project is heavily dependent upon the
project organization. No matter how goodthe preparation is, the best
of projects can fail if the project organization suffers from slight but
significant deficiencies.

SlDA'S participation in the implementation stage, then, is based on
an analysis of the project organization. There are three categories and
degrees of involvement for this participation - cash contribution,
resource transfer and project management.

CASH CONTRIBOTION
This model is applicable when the project organization is capable
both of acquiring project resources (goods and services) and of
managing the project with competent staf f. Under these circumstan-
ces the support can be reduced to a cash contribution, to serve as a
financial basis for the expenses of the project.

As indicated, this model pre-supposes a situation where financial
backing is the only scarce resource in the project. Since this is not
usually the case, the model has limited uses.

CASH CONTRIBUTION
- NON-FORMAL EDUCATION
IN INDIA
Since 1980 SIDA has supported non-formal education for 9-15 year-olds in
India. Originallythe Swedish contribution was intended to coverthe purchase of
paper for the printing of books and other educational materials. From 1984 on-
wards SIDA also finances the running costs for the education of 10000 girls.
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The project support pre-
£ ! ,paration was carried out by

SIDA in cooperation with a
UNESCO consultant. The im-
plementation has been en- "II
tirely in the hands of Indian
authorities. The purchasing
of the paper has been car- ~ {

I }

ried out by the Indian State -i -st"'-tä ,ÅTrading Corporation. The dis-

t,gpu==*

3

tribution of paper, the prin-
ting of teaching materials and
the implementation of the pro-
gramme has been the responsibility of the central government in cooperation
with those Indian states concerned, in accordance with the Indian regulations
governing the division of responsibility at national and state levels. SIDA'S role
has been to monitor the projectto checkthatthe implementation follows the pro-
cedures laid down in the project agreement.

The support will almost certainly continue, with the emphasis on the educa-
tion ofgirls in the rural areas. SlDA'S monitoring role will probablybe strengthen-

ed. Experience has shown that there is a need for more frequent project follow-
ups, and that the contracting of a consultant to carry out these follow-ups is a
cheap way of making them more effective. The main responsibility for the pro-
gramme, however, will still lie with the Indian authorities.

TRANSFER oF HESOURCES
In this model, SIDA'S participation and responsibility is extended to
also cover the identification, specification, acquisition andtransfer of
certain services and/or goods to the project. The management of the
project remains, however, the responsibility of the recipient country.

This model appears in two alternatives. In the first one, SIDA itself
acquires and transfers the requested resources (see next side).

monev O-- , -7

~Zoods O' ,~~ /7/
/

personnel

Recipient
Country

%

contract/agreement

%
! Project

transfer of resources
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In the second alternative SIDA contracts a consultant (company or in-
stitution) to acquire and transfer resources to the project (see figure
below).

Recipient
Country

TRANSFER OF RESOURCES
- A VOCATIONAL SCHOOL IN
MOSHI, TANZANIA
A request for Swedish sup-
port for the construction of a
vocational school in Moshi
was first made in the autumn
of 1976. Tanzania was pre-
pared to take the responsib-
ility for implementing the pro-
ject whilst SIDA should pro- , ?

'
vide the necessary resources
in the form of money, goods '

and personnel.
The Tanzanian authorities

should prepare a technical
and economic feasibility report and be responsible for coordinatingthe planning
and design of the school, the tendering procedure, the evaluation of the tenders
and the supervision of the construction work. Furthermore, Tanzania would
ensure that a suitable syllabus was available and that relevant equipment lists
were prepared. The recruitment and training of Tanzanian teachers for the
school andthe selection ofstudentswere also the responsibility of the Tanzanian
authorities.

On the Swedish side, SIDA agreed to check the Tanzanian feasibility report
and then cooperate in working out a joint plan of operation. SIDA also agreed to
finance the construction work, to provide expert staffto develop certain areas of
the syllabus, to purchase the equipment and teaching aids required and to
recruit a building supervisor, 14heads ofdepartment and an experienced school
administrator.
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As the project got underway, the demands on SIDA increased. Certain of the
activities which were planned to be carried out without Swedish assistance had
to be done with the help ofswedish consultants e.g. the electrical installations in
the workshop and the production of teaching materials for technical drawing.
Demands were also made for SIDA to take an active role in the direct manage-
ment of the project.

As the demands increased so didthe uncertainty. No-one was sure anylonger
where the responsibility lay. Was it with the school leadership under a chief
advisor? Or with the Ministry of Labour's Director of Vocational Training?
Or with SlDA'S administrators in the local Development Cooperation Office and
in Stockholm?

One important experience gained from this project was that it is vital to clearly
specify right at the start, the areas of responsibilityforthe project andthe regula-
tions governing the transfer of resources.

The first group of students graduated from the school in 1984. The quality of
the training they had received was generally considered to be very high.
Swedish support to the project is still needed at this stage, in order to provide
expertise, in-service training and to cover the costs for importing material and
equipment which have to be paid for in foreign currency.

6
alla

PROJECT Å'ÄANAGEENT
In the third model, the analysis has led to the conclusion that the pro-
ject organization needs to be reinforced with staff who can manage
and co-ordinate the project's activities. This model is usually ap-
plicable to investment projects, such as the construction and opera-
tion of industrial and infra-structural projects.

Consultant

Recipient
Country

f
Project- - -> !

[ Management

l
Project
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When a consultant is engaged as project manager, SIDA tries to
ensure that the consultant is given executive responsibility for the
project. The more incentives connected with the assignment, the more
ef ficientlythe consultant will carry out the job. It is also vitally impor-
tant that the project manager trains the local staff properly, including
domestic consultants when this is relevant, so that the transfer of
executive responsibility takes place smoothly and local consultant
capacity grows.

Normally, the project management consultant is responsible for the
transfer of other inputs as well, but strict project management
assignments do occur (see figure below).

Recipient
Country

I
Project,1 Consultant - -l'

Management
/ %/ %

/ % %
personnel ./ % I

% %. %Å Project
goods

PROJECT MANAGEMENT
- SUPPORTING HEALTH-CARE
IN VIETNAM
The sector agreement betvveen i'ii'*

Vietnam and Sweden states
that Vietnam has overall respon-
sibility for the two countries
cooperation in the health sector
whilst SIDA should engage a
consultant to manage the pro-
jects. Forthis task SIDA selected
the International Child Health .*9: ViUnit at Uppsala University -
ICH.

The contract between SIDA
and Uppsala University regul-
ates the number and type of staff ICH require to carry out this project manage-

ment task:

1. ICH should strengthen its administrativa capacity in Uppsala with three full-
time and two half-time staff, including a full-time project coordinator.
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2. ICH should station three other staff members in Vietnam, including a pro-
gramme coordinator.

The programme coordinator should begiven the authorityto represent ICH
in all questions relating to the implementation of the project in accordance
with the terms of reference.

3. SIDA should approve of all staffplaced at the project's disposal and should be
given the opportunity of taking part in their recruitment. Staff should not be
changed without SIDA'S approval.

ICH did not have the administrative capacityfor recruiting expatriate stafffor the
project or for running and maintaining livingquarters in the form of a camp. Thus,
a sub-consultant was employed by ICH forthese purposes after SIDA'S approval
for this arrangement was obtained.

A special steering committee was set up within Vietnam's Ministry of Health,
led by the Vice-Minister and with those directly responsible for the health-care
projects as its members. The Swedish programme coordinator advises and
assists the project management in reporting to this steering committee. SIDA
has the right to attend steering committee meetings.

The project management reports to SIDA and to the steering committee every
quartet: The steering committee compiles an annual report for the Ministry of
Health and SIDA, in which activities carried out are reported and a plan for the
coming year is specified.

Experience from the first year showed that the division of responsibility bet-
ween the two Swedish consultants, viz ICH and the sub-consultant, was too
vague. SIDA, therefore, terminated the contract and renegotiated a new one in
which the consultants' roles were more clearly stated and the project organiza-

tion improved.
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7 MON! TORING AND
EWlLUATION

9

efficient project implementation. But unexpected events often occur
and lead to changes in the project environment. In order to cope with
these external influences, it is necessary to have a system for monitor-
ing and evaluation. The system also serves to keep those involved to
the "critical path" and to ascertain the outputs and effects of the
projects.

Vi ONITORING
SlDA'S monitoring should, as far as possible, be based on the existing
procedures for reporting and monitoring in the recipient country.
It is equally important that SIDA regularly reports to the project
organization on the current situation regarding the resources SIDA
is responsible for acquiring.

Monitoring is carried out on three different levels. F irstly, the cur-
rent activities are monitored. This can take place in the form of pro-

gress reports in relation to the plan of operation, disbursements in
relation to budget or statements regarding recruitment and purchases.
The records of meetings of the project steering committee or of
meetings between SIDA'S programme officer and the project officer
at the ministry, and of visits to the project from the Development
Cooperation Office are also important.

This level of monitoring is related to the activities, the time-
schedule and the production targets in the plan of operation.

The next level in SIDA'S monitoring system is the annual review.
This is carried out as a follow-up of the production targets and the
budget. Such annual reviews are undertaken in most programmes
(sector support) and in larger projects. They are based on written
reports from the project organization which comment on results
achieved and indicate the work programme and budget for the forth-
coming year. The result of the annual review is often summarized in a
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joint report to SIDA andthe ministryinvolved, proposing measures to
be taken and financial allocations needed.

The third level refers to the monitoring of the project goal. When
the project is rather limited in time and resources, the project goal is,
of course, the point of departure for the recurrent monitoring system.
In larger and more complex projects, SlDA'S support is normally
channelled via three year project agreements that only partially cover
the project period. The preparation for a prolongation of the project
agreement is, therefore, a convenient occasion to analyze the achieve-
ments of the project more carefully. In fact, this kind of review is
very similar to a mid-term review and it focusses mainly on the pro ject
goal and the factors behind possible deviations. A prolongation is
prepared in the same way as the initial project support preparation.
Naturally this does not need to be as thorough as the initial prepara-
tion, unless the project is experiencing severe problems or going
through a period of major reorganization.

Examples of monitoring instruments

GOALS AND TARGETS MONITORING INSTRUMENTS

ACTIVlTIES (EXAMPLES)
Design
Delivery of equipment
casting foundation of building

~
IE€0119r}1i€ r€D0rri11g System

Recruitment of expatriate staff Site v1s1ts
Quarterly follow-up
Project progress report

PRODUCTION TARGETS Yearly follow-ups
Complete construction of school Debriefing of expatriate staff
Develop syllabus
Graduation of 250 teacher-trainees

PROJ ECT GOAL
Improve primary education }

Yearly follow-ups
Support memorandum for pro-
longation of project
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EVALIlATlON
There is no strict demarcation line between monitoring and evalua-
tion, but rather a continuum where the focal point moves from the
production targets at one extreme to the overall objectives at the other.
The mid-term review represents a mixture, where both production
targets and project goals are of interest.

SIDA'S system of evaluation includes the final report from the pro-

ject and the impact report. The final report is an internal SIDA paper,
where the programme officer summarizes the effects of the project.
The impact report tries to assess the long-term socio-economic effects
of the project.

The evaluation stage should cover the following points:

0 an analysis of relevant targets, goals and objectives

0 an analysis of factors behind a high or low level of achievement:
a) in relation to the original goals
b) in relation to the effectiveness of the project implementation

(i.e. the project organization)

0 an analysis of the cost-benefit

0 an analysis of any other external effects of the project
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Evaluations are normally carried out by a special group of individuals
from SIDA and the recipient country, usually with the assistance
of external expertise. Sometimes these evaluations are carried out by
external persons only. The mission's findings and recommendations
are compiled in a report which is submitted both to SIDA and to the
rec1p1ent country.
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These evaluations serve a two-fold purpose: firstly as concrete
recommendations regarding actions to be taken or modifications to
be made in relation to the existing plan of operation, and, secondly,
as feed-back to decision-makers for future projects or similar support
programmes.

EVALUATION OF THE WATER
PROGRAMME IN BOTSWANA
In 1983 it was decided to
evaluate the water pro- Å ~-e
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programme which had achieved its goals.

SIDA decided to use and test out a method of evaluating drinking water pro-

grammes developed by WHO.
Duringthe autumn of 1983, 10 villages in the programme were chosen at ran-

dom. A local consultant was engaged to collectdata concerning the utilization of
boththe equipment andthe water. This information was collectedfrom those five
villages where the equipment functioned best. The purpose of this was to get
some idea as to whether production goals had been met and the probability of
meeting the main goal of the project. The consuitant's report also high-iighted
several other questions which should be taken up in the evaluation.

A consultant from WHO and representatives of SIDA then collected further
data and analyses of the programme in co-operation with the local consultant
and representatives of the Botswanan authorities. The basic documentation for
the evaluation consisted of the local consultant's report, the original programme
plans, SIDA memos, reports from sector follow-ups and notes from meetings
with representatives of the Botswanan authorities.

The evaluation concluded that the programme, in general, functioned well
and that, in comparison with other water programmes in Africa, the problems
were minor. Furthermore, it could be shown that water utilization had increased,
e.g.for hygienic purposes. The time taken to fetch and carry water had also been
drastically reduced. The time saved seemed mainly to be used for Ieisure
activities.

The evaluation recommendedthat future resources should mainlybe usedfor
maintenance purposes and for rehabilitating older equipment. This was judged
to be the most sensible wayto proceed, all factors considered, rather than going
ahead with an expansion of the programme.
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8 NON PRUJECT AID

Project support is not always the best approach in resolving problems
of development. A problem in a sector might consist of a number of
sub-problems each of whichhas to be resolvedin the correct sequence.
Or it may be that the problem is, in fact, on the macro level and that
project support is not the best remedy. Instead, SIDA might choose to
assist a country in purchasing goods from abroad through import
support.

SECTOR SOPPORT
Sector support includes various activities, projects and programmes
that are separate but inter-linked with one another. Sector support
normally emerges from a project support that has led to insights of a
general nature regarding the connection between the various pro-
blems and bottle-necks experienced within the sector.

Sector support requires that certain pre-requisites be fulfilled:

1. That the recipient country has elaborated or plans to elaborate a
comprehensive sector strategy.

2. That the organization and management system in the sector can
handle and co-ordinate sector support.

3. That SIDA has at its disposal or can acquire those inputs (services,
goods and money) required in such an extensive involvement as
sector support.

SIDA also undertakes a sector analysis. This should provide the basis
for a better understanding of the strategic and structural problems
in the sector and should identify possible areas needing Swedish
support.

The case below demonstrates what can happen when sector support
is not given a proper foundation.
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SUPPORTING ANGOLNS
FISHING INDUST RY
Support to Angoia's fishing industry is aimed at increasing production through
three sub-programmes which deal with the development of small-scale fishing
industries, with training and with fishery research.

Originally, the support was to a sector rather than to a project. This meant that
it was Angola's responsibility to divide the resources between the three sub-

programmes. This gave the flexibility necessary to a programme for which the
Angolan authorities had no clearlyformed planswhen the agreement was made.
This form of cooperation also meant an administrative simplification for SIDA.
The detailed planning of the support was Ieftto representatives of both parties in
the yearly consultations, which resulted in joint agreed minutes.

Experience from this form of cooperation showed that Angola could not, in
fact, take advantage of the potential benefits. Lack of personnel and organized
resources for receiving the support, the effects of the on-going war with South
Africa and of interna! unrest, combined with the almost chaotic market situation,
ledto changes being made to the Swedish support. What was originallythought
of as sector support was re-structured into project support with active SIDA par-

ticipation.
SlDA'S commitments, therefore, took on another character. SIDA became

responsible for recruiting fishermen with experience of teaching and with Por-

tuguese language skills, which was no easytask. lt was made even more difficult
when it became apparent that Angola could not provide appropriate accom-

modation or sen/ices for expatriate staff. Thus SIDA was drawn into actively
arranging accommodation and into organizing building activities to support the
project.

Eventuallythe original sector support was transformed into a well-defined pro-

ject support with active control and supewision by SIDA.

Sector support is assessed annuallyin joint reviews which are based on
reports of results achieved in relation to the work plan, and on agreed
minutes concerning the forthcoming work plan. The budget is also
revised each year.

IPORT SUPPORT
Import support can be an effective instrument when lack of foreign
exchange is the major constraint for the country's development.
Two conditions should, however, be met.

Firstly, it has to be demonstrated that the foreign exchange situa-

tion is not entirely or mainly a consequence of an inadequate eco-
nomic policy by the Government. Secondly, the organization and
management system must be able to deal with the import supportpro-
perly in terms of procurement, handling, distribution and utilization.
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IMPORT SUPPORT TO TANZANIA
In 1985Tanzania, like several other African
countries, was in the midst of an economic
depression. This economic crisis was
caused by factors both within and outside
the country. A large balance of payments
deficit ol; in other words, a lack of foreign
exchange is the most obvious symptom of
this. lt has, therefore, only been possible
to satisfy a smaller and smaller proportion
of Tanzania's import needs. Industrial and
agricultural production have decreased
because of the scarcity of imported goods,
spare-parts, fertilizers etc.

Because of the increasing difficulty in
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maintaining standards in education, health-
care and other social services, and be-
cause of under-utilization of the available
industrial, agricultural and transport capa-
city, new development projects have been
cancelled or indefinitely postponed. SIDA and some other aid organizations,
including the other Nordic organizations, have instead set aside a growing
proportion of their assistance for the financing of imports for current production
and for activities in the social sectors.

SIDA actively participates in the decisions as to what the import support
should be usedfoi: A special crisis programme was adopted byTanzania in 1982
and since then the Swedish import support has been used to reinforce this pro-
gramme. lt is used entirely fo finance current imports. Priority is given to
agricultural needs and especially imports to support agricultural export activi-
ties. Agriculture needs an efficient transport system both for distributing the
country's supply of food and other goods and for the export of agricultural pro-
ducts. SlDA'S contribution in this field has included the purchase of components
and spare-parts for lorries. Other goods purchased through this import support
include spare-parts for the telecommunications netvvork and for the production
of electricity.

Parts of the industrial sector also play an important part in the crisis pro-
gramme. Workshops for the production of hand-tools and ox-ploughs exist.
Other consumergoods needed bythe peasant farmers could be produced in the
same way in Tanzania and provide the state with income through indirect taxa-
tion. One pre-requisite for this is that foreign exchange is available for the import
of spare-parts and raw materials. SIDA has financed the import of, for example,
die steel and raw materials for the production of tools and implements.

The criteria for the utilization of import support are to be found in a special
agreement betvveen the two countries. The apportioning of the currency funds
available betvveen the different imports and importers is carried out in a commit-
tee consisting of representatives from the Central Bank of Tanzania, who deal
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with currency regulations, from the Ministry of Finance and from SIDA. When
appropriate, representatives of the Ministries of Industry and of Agriculture also
participate.

In SIDA'S preparation for import support there are several important factors to
be taken into consideration and carefully weighed. SIDA must judge which pro-
ducts are neededfrom the macro-economic point of view and which of these pro-
ducts it would be advantageous to manufacture in Tanzania and which it would
be cheaperto import. SIDA also has task of identifyingthose goodswhich satisfy
the needs ofTanzania's crisis economy and which, at the same time, can be pur-
chased, at competitive prices, from Sweden. Finallyit is very important thatSlDA
coordinates its activities with those of other donors so that the foreign exchange
available is used in the best possible way.

It is verydifficult to exactly specify the way in which Swedish import support to
Tanzania affects the different levels of society. The choice of imports, however,
is made with the intention of fully supporting agricultural production which, in
Tanzania, is dominated by small peasant farmers. This import support therefore
may well be oriented towards a particular target group in accordance with
Sweden's development assistance objectives.

SlDA'S Procurement Division purchases bulk goods for the import support
programme whilst other goods are purchased by Tanzanian companies.
An agreement has been made between the Tanzanian National Bank and a
Swedish bank to facilitate overseas payments.

dT HER FORS oF AlB
Most of Sweden's bilateral aid is provided in the form of project,
sector or import support within a country agreement, as described in
this booklet. But Swedish aid resources may also be granted in other
forms, such as support to non-governmental organizations, to huma-
nitarian and relief operations, and to inter-regional projects. The
basic project method previously outlined is also relevant to most of
these other support activities.
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Appendix 1

DEFINITIONS OF SOME OF THE SPECIFIC
SIDA TEHMS USED

Country agreement

Country report

Idea memorandum

Impact report

Project agreement

Project support memorandum

Project support preparation

Sector support

The development cooperation agreement be-
tween Sweden and the recipient country in ques-

tron.

An independent appraisal of the cooperation
between SIDA and the recipient country, car-
ried out every four years.

A study of a project's objectives and possible
socio-economic benefits, on which SIDA bases
its decision to support the project or not.

A study of the changes produced by the project
usually at the development objective level e.g.

the impact of the project on the target group.

A legal document which specifies the rights and
obligations of all parties involved in the project.

A summary of the appraisal of the project
feasibility report and an evaluation of the cost
and feasibility of SlDA'S participation in terms
of financial and administrative resources etc.

SlDA'S review of the final project description
and a detailed analysis as to how the Swedish
support should be shaped.

Support of the development of an entire sector
or sub-sector such as primary education, rural
health or small-scale industry.
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Appendix 2

CHECK-LIST FOR IDEA AND
PROJECT SUPPORT PREPRATION

(Please note that this check- list may be changed from time to time.
New check-lists and more detailedinstructions can be found in SIDA'S
Development Cooperation Handbook)

The following questions should be asked prior to starting the prep-
arat10n:

0 Has the project been given priority in the recipient country? What
likelihood is there that an official report will be forthcoming?
What alternative project proposals are there?

0 Does the project generally fall in line with the goals for Swedish
development assistance and with the experience from Swedish aid
to the country in question (see the country agreement)?

0 Do the financial frames for development assistance to the country
in question allow for support to the project?

0 Does SIDA have the administrative capacity to prepare and carry
out the support required by the project in question?

0 Is the project idea clearly identified i.e. through pre-studies,
so that it is possible to define goals, target groups, resources re-
quired and the way in which the project should be organized and
carried out?

The aim behind asking these questions before starting the preparation
is not to ensure positive answers but to reveal which answers are clearly
negative for the project.

THE IOEA PREPARATlON
The idea preparation starts when it is decided that information
should be gathered in order to write the idea memorandum. This is
done if the project has been assessed through the questions listed
above and has not been rejected. The idea preparation should not
begin unless there has been a proper pre-study or unless the idea for
the project has been clearly stated and documented in some other way.

0 Have the problems to be solved by the project been properly
analyzed?
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0 Has a goals/means hierachy been identified?

0 Is it possible to predict whether the goals of the project will be met
or not? Have those indicators needed to measure this been agreed
upon? Are there measurable production goals?

0 Is it possible to make an analysis of interested parties?

0 Are target groups well defined? Who gains or loses from the pro-

ject?

0 What effects can the project have on the woman's situation?
How does it affect employment or threaten existing employment
possibilities and incomes? What are the social/cultural conse-

quences? Can measures betaken to create more favourable ef fects?

0 Which other alternatives could lead to the same goals being met at
a similar or lower cost?

0 What measures (personnel, money, goods) should the project
utilize?

0 70 what extent is expertise available in Sweden?

0 What is the country's capacity for receiving development
assistance i.e. administration, personnel, purchase, maintenance
etc.? How should the project be organized? Does SIDA need to
form a special project organization?

0 How much will the project cost? How much will SIDA provide?
What is the balance between foreign and local currency needed?
What are the investment costs compared to the running costs?

0 Can the effectiveness of the project be roughly assessed? (Are the
costs for meeting the goal of the project reasonable?)

0 What will the long-term running and maintenance costs be? Can
the country's economy manage these? How do these costs com-

pare with existing projects?

0 What is the likelihood that Swedish support will be required for a

long period of time? What is a realistic time-frame for the total
Swedish input - 5, 10, 20 years, or more?

0 What demands will the project make on the country's fuel supply?
Are there local alternatives if imported fuel is rationed or if the
supply of fuel is interrupted in some other way?

0 Are there environmental aspects to be considered?
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0 Can a reasonable estimate be made of the success of the project?
What are the risks?

0 Make a plan for the continued preparation!

The idea preparation stage should result in an idea memorandum.
This is presented to the Director General for decision. If this decision
is positive it means, in practice, that the project support has been
approved. The decision also means that the project support group can
be appointed whilst any special instruction or conditions which affect
the final decision to continuc with the project support after the
preparation stage, are stated.

THE PROJECT SllPPOR"l' PREPARATION
0 Has the project support group been appointed and summoned?

0 Have the terms of reference for the project feasibility study been
worked out?

0 Have the terms of reference been discussed in the project support
group and been approved by the head of the appropriate sector
division, by the development cooperation office and by the
authorities in the recipient country?

0 Have the consultants for the project feasibility study been con-
tracted after tendering procedures? Have measures been taken to
prevent any conflicts of interest between the consultants and any
other parties involved in the project?

0 Is there a plan as to how the feasibility study should be carried out?
What are the roles of the sector division, the development co-
operation office andthe recipient country? Is it clearly stated when
and how the consultant should report on and discuss results?

0 Have the terms of reference been followed?

0 Does the feasibility study contain the following information?
- goa] and project description

technical feasibility
- organizational and administrative feasibility

financial feasibility
- cost-effectiveness or equivalent assessments which prove the

economic viability of the project
- a time schedule up to the date when the project is expected to

start operation
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0 Are the problems and project goals described in the study the same
as those stated in the idea memorandum? Are any differences
clearly described and justified?

0 Has a personnel plan or its equivalent been set up to include the
total requirements for the project? Has an assessment been made
as to conditions for the utilization of foreign personnel
preparatory training required, living conditions etc?

0 Has the need for technical assistance within the country's admin-

istration been assessed?

0 Have specifications been worked out for construction activities
and for the machine park needed? Has this taken into account ex-
perience of local conditions such as wear and tear, maintenance
possibilities, operator skills, fuel supply etc?

0 Does the budget specify local costs and costs outside the country,
running costs vis ål vis investment costs and any other costs
necessary for the study?

0 Has the effectiveness been calculated as cost-effectiveness or in
some other way?

0 Has the project's prof itability been calculated (for projects which
bring in an income)?

0 Have the socio-economic aspects of the project been assessed
through a mathematical calculation or by a reasoned analysis?

0 Is there a time plan?

0 Can the recipient country handle the project during the investment
phase in the proper way (including the Swedish support) and run
the completed project properly during a rcasonable project
lifetime?

0 Is the Swedish support separated into different categories during
the whole project period?
Divide into:

personnel of different categories
- money
- procurement of machines and other equipment

0 Does SIDA have the capacity to coordinate the support? What is
lacking?
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0 Can any other organizations be engaged to carry out those activ-

ities for which neither SIDA nor the recipient country have the
capacity?

0 Are there factors which indicate that the whole of the support
should be delegated to another organization (or institution, con-
sultant company etc)? Who then should the contractual parties be

SIDA and the consultant, the recipient country and the consul-
tant, or all three?

0 Has a plan been made specifying when those resources for which
SIDA is responsible should be made ayailable?

0 Has a plan of operation been worked out?

0 Has a draft project agreement been drawn up in good time and in
consultation with the recipient country and SIDA'S lawyers?

The project support preparation should result in a project support
memorandum to be used as a basis for SIDA or the Swedish govern-
ment to decide whether to carry out the support or not. The project
agreement is included in the memorandum.

lPLEENTATlON ANd ONITORING

0 Which of the three implementation models is most suitable when
taking into consideration the capacity of both SIDA and the reci-
pient country to transfer resources and to implement the project?

0 Have conditions for contracting out the project been assessed and
met?

0 Have conditions for ensuring the efficiency of the feasibility study
been fulfilled?

0 Can the monitoring of the project be coordinated with the re-
cipient country's own regulations for reporting and monitoring?

0 Is the need for monitoring specified in the plan of operation and in
the project agreement? Have indicators for measuring goal
achievement been agreed upon? How shall the monitoring be
financed - within or outside the budget for the project?

0 Has the planned monitoringbeen connected to the right level in the
stated goal/means hierarchy?

0 Are the channels for reporting between the different parties in-
volved clearly defined and regulated?
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PROLONGATION ANd EVALUATION

0 Has a formal request for prolongation been made?

0 Has the project been evaluated?

0 Are the reasons for prolongation assessed in the idea memoran-
dum or support preparation memorandum?

0 Does the prolongation mean a considerable change in the direction
or scope of the support? lif so, the prolongation should go
through new idea preparation and project support preparation
stages).

The following questions should be answered prior to the evaluation of
the project's long-term effects:

0 Has the need for an evaluation after the completion of the project
been discussed with the recipient country? Should this be done
jointly? Should this be paid for by the project?

0 Has the evaluation been specified in the project agreement or plan
of operation?

0 Have the terms of reference been worked out and approved by
SIDA and the authorities?

NB: Remember that although the idea memorandum and the pro-
ject support memorandum are similar in nature, the emphasis is
different in the two documents. The idea memorandum analyzes the
problem to be solved, the goal for the project, its effectiveness,
any alternative and the conditions governing the Swedish support.
The project support memorandum, however, emphasizes the form
the support should take although the arguments presented in the idea
memorandum should also be reflected in the project support
memorandum as this provides the basis for SlDA'S final decision.
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