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PREFACE

I am picancd to present SIDA's Guidelines for Proje Sepporn

Metodbandboken — in an Eaglish sranslation. This booklet ssclodes
bauc procedures and pobicies for preparation, appraisal. fallow-up
and evalwatson of SIDAsapmoned projects and pro

PrOgr e

paadclines synthesize more than X0 years o perence of .‘-_'._'ln;‘.'n.. ol §
psistance. However, policses and provedures of thin Kind willl of
DECEY O SUDNCT 1O CONLIDOWE TOVIEY I rewoene 10 chaseineg
conditsons for development

it s hoped tha! 1hese pusdelines coukd serve as an it rodocios and
2 usetul peodde 10 our collcagess and panne in the development




1 INTRODUCTION

This booklet is a summary in English of SIDA's guidelines foe project
support peeparatioo and implomentation, “Meaodhandboken™',
s purpose is to present the basic philosophy aad methodology of
SIDA's practical development cooperation 00 recipient countrics,
comsuitants and aay others isterested in Swedish ad

Evea though SIDA can operate in & samber of varied and Nexible
forms, there is one basic project meshod 1o which the prepasation and
implementation of all Swedish assitance rebates. The basis of any
support is 10 contribete, in the form of “progects™, 10 the provess of
change in the recipient countrics. Even when the assistance is chan-
nelled as humanitarian, emergency or mport sepport, or throegh
pon-governmental organizations, the basc propect method should
apply when analyzing needs, formulating objectives and assessng the
efflicsent use of Swedish sepport,

The pedelines emphasize the vital importance of the iniciad phase
= a project, This phase sbould include 3 proper peoblem analysis, the
formulation of clear goals and tasgets and an appraisal of 1he ex-
pected ef iciency or cost-effectiveness of the project and of the useful-
e of Swedish sapport,

SIDW's project oycle s Imcimasely cossectod with the recipicss
country's project pecparatios oycle In fact, masy projects are the
result of a dialogue, the main dements of which are depicred (o the

figure below,
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The mitial project assessment should have, as Its starting point,
the roules of a pre-feasibility study by the recipient cosntry. This,
sometimes, then resalts i the jolae formulation of 1he 1orm of
reference for project design and a more thorough feasibility amalysis
SIDA s project support preparcation is sormally based on an appraisal
of this analysis and should sl clude a compechemeve analyvis of
the Swedish input, s volume, ocienation and terms.

The 1otal course of a project is depicted below
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2 PROJECT

[ g - - - -
Projects are seldom identified according 10 the text-book, They ofien
emerge from dacumsons aboul problems in the Implementation of
enling progects or from thesr spill-over effects. They may also arise
from mnformal sonioms or annual revicws oa the fuluse orientation of
the cooperation. Or indoed from ideas doveloped by Swedish poprulas
movements,

CRITERIA

Ireospoctive of the origin of the idea, omce a request has boen ssade
SIDA weicomes an informal discussion of the idca before 100 many
administrative resources are allocated for farther peeparation. SIDA's
position in these discussions rests upon three dear-cut criteria. The
project mest be given prioricy by the appropeiate awthorities in the
recipient country, the progect must falfil the oblectives of Swediah aid
and SIDW's fimancial frames and administrative capacity should not
be exooeded

PRIORITIES
SIDA normally operates theough, for example, the external sesousrces
depariment within a planning ministry, or through any similar body
which has the onverall and Ninal rosponsbility for making priorities in
the use of Swedish funds within the recipient country

This means that no request, bowever justifbed it may seem, will be
assexsod before fulfilling cortain requirements. It should be formally
appeoved im writing by the Planning Mimistry or its oguhvalent

SWEDISH OBJECTIVES

Swodinh aid has four masn objectives:

@ coonomic gromth

® coonomic and social equity

® domocracy

® coonomic and political independence



These objectives are of equal weight and importance. They form a
whale, and each individual objective supports the other three in the
peocess of development. They apply both 1o the sclection of recipicns
countries 3 well as 20 the arientation of the asistance within a single
country. Not all the objectives have 1o be taken into consideration in a
profect o in the cooperation with a coumtry. Rather, by means of an
oconomic and political analysis of 1he country's sitwation, SIDA
sehocts the proper mix and 1he subsequent sector onentation for the
assistance 10 each recipient country. This is doae in consultation with
the counmtry concerned.

These deliberations, which also include 3 definithon of the tarpet
population in the country, are repalarly revised during the cooperation
with a particular country, peided by the so<called programme oycle.

The programme cycle guides 1he over-all cooperation with those
doveloping coustries that the Swedish Parfament has decided 1o sup-
port with long-term developanent assizance.

The peogramme cycle evolves from a discussion in SIDA based oo
1he experiencs of the orkentalion of a particular country. It eads up in
a clear proposal foe the allocation of resources to specific purposcs
(projects, prograsumes ctc) in the forthooming cooperation. [t showld
be emphasized thas the size of the financial frame for cach country is
decided by Parliament and based on SIDA's budget proposal.

The programese cycle covers the following steps:

® SIDA's peeparatory discassions and review of the coopemntion
(every fourth yoar this roview s based upon an independent ap-
pranal of the cooperation, 1he country reportk

® discussions with the reciplent coentry;
@ 1he recipient country’s request;

® SIDA's proposal (0 the Governmest (the cooperation peo-
grammel;

@ the dovclopment cooperation agreement, which sormally covers
& Iwo-year period,

A midaerm review Is normally undertaken during the agreoment
period. As for the guestion of assossing the idea for 2 peojoct in aocoe-
dance with Swodish objoctives, SIDA will usually make an informal
podgement as to whether 1he project is in obwices conflict with them
o not. Projects atsned at improving or reorganiang the police foroe,
buldding expensive admimistrative or comsmercial centres  and
highways, and purchasing oguipment for the recipient coumtry’s
diplomatic missioas are exampies of requests that will usually be
turned down immadaccty.

Sometimes a deeper amalysis is required concerning the project’s
mpact on the target popualation is relation 10 1he Swoadish objectives.




Such analyses are wseally carried out at a later stage im the process,

Economic gromth & a necessary, though not the sole condition for
long-term development. As is the canse with the other Swodivh objec-
tives, growth can be regasded both as as objective and as a vehicke
for devedopment. For eample, this dual effect can be soen when
cconomic growth impeoves the standard of living for varioas strata of
the population and at the same time strengthens (he political and
cconomic independence and the social and economi peerequisites
for democTacy.

This also meass that i coonomic gromth i only attained a2 the ex-
pere of any of 1he other three objectives, i can no loager be con-
sidered a desirable development objective in Swedish terms

The growth coacept also refers 10 more abstract resources, such as
health, knowledge and sutritional wandard, Improvements i these
fields are considered beneficlal 1o gromth, since deficicncics often af-
fect the condstions for long-term development.

Having social and econcenic equity a3 an objective for Swedish aid
means, in peactioe, that the support should costribute 10 improving
1he conditions foe the rural and urban poor. Is countries where it &
Judged that social and coomamic inequality is 2 major problem, SIDA
will give priority to projects that aim s remedying the situation.

Many projects and programmes also favour groegs thar 4o not
belong 10 the main tarpet group in a particelar country. For exampie,
primary bealth care and pramary education projects inchade all the
patients and all the chuldren in the project arca. If the social and
economic equity objective Is 1o be fulfilled, however, SIDA must try 1o
ensure that !he tarpet group is at least equally favoured by the services
provided. SIDA may also want 10 influesce certain features of the pro-
<t im order to ensure that the target group is fully included, Such
features could inclade deciding where the project should be located or
choosing the sppropriate project technique and oeganization,

Support for democracy aad related processes is maindy encournged
through the chosoe of chanacls for the support and by popular par-
tcipation is peoject dosign and implementation. SIDA can peomote
popelar movements that steive for pluralius, democratic freodom and
human rights, Popular paticipation in project peeparation and im-
plementation s often a very effective method for comuring that aid is
well wtilized in torma of target group achievement and effectivenc
Adequately managed, support by popular participation can con-
tribute 10 all of the Swedish objectives.

Increased independence does not only refer to the political situa-
thon. Swedish aid might also include support 10 increased indepen-
dence in comsnercial, financial, technological and celtural terms,
I'nis objective has strosgly iafluenced Swedinh wpport 1o the
SADCC<ountrics and their struggle to be less economically depen.
dent om South Africa.

0
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SIDA's CAPACITY
Project ideas that fudfll the above critena completely may still be turn-
od down. A third criterion for Swedish aid is that the project st not
exceed SIDA's Neancial frames and admintstrative capacity. SIDA
operates with annual budget frames for each recipéent country that
represent the maximum financial commitment. Howeves, unicss the
proposed peoject & of considerable sire, financial constraints are
seidom a reason for turming it dowa.

Another comtraint & SIDA's administrative cagacity. Experience
demonstrates that good suppoct whoeld imolve the doaor in a
dialogue with the recipient over the peoject”’s merits, feasibility and
implementation. Since SIDA's capacity i limited, the invobement
has 10 be asseusad in relation 10 the following:

@ secior concentration

® the project’s size and time-frame
@ opportunities for co-Nisancing
® avallatelity of Swedish resources.

SIDA has decided t0 concentrate in each country om certain sectors,
such as primary health care, primary education, small-scale industry,
agrivulture and communications. This is mainly becase SIDA con-
sdens those sectons crucial for development and also because these are
fields in which Sweden has considerable professional competence and
axperience. The number of sectors supposted i cach country »
regularly revised. Thes, a project which fulfils all the pre-requisites
might be rejocsed due to SIDA'S sector concentration.

SIDA sometimes ondy concentrates om one kind of project withis 2
swector. This may be bocasae some particular profesiosal skalls are
available 10 SIDA or have been developed. Or the time-frame and size
of the project might influence this decivion,

Co-financing is sometimes a possible way Of suppocting projects
without conseming scarce administrative capacity. Thas is peimarily
the case In co-peojects with the Workd Bank and with the other Nordic

It goes without sayiag that the more competont and competitng
Swedish companies and orgamizations ane, (he ¢asier it is for SIDA w0
SEPPOTT & cortain activity with Swedish know-how. On the other hand,

; SIOA § Capamy
SIDA will ot and cannot, discrissenate against non-Swedish bidden, r— >
unless the support is ghven (n the form of tied xd, Seedah ad
To sumenarize, SIDA welcomes an informal discassion of the pro- | Sowetves

posed project before the formal request is Sandod over. SIDA's judge- | pricetes
ment will be basod upom the following criteria - e letl =3




3 INITIAL PROJECT
ASSESSMENT

11 the propect sdea has met the criseria mentioned above, SIDA will inl
tiate the formal project ascssment. In & normal case, the recpient
country s akod (o peesent the project idea in a pre-feasibility report
In some cases, however, and in particelar when the progect idea has
emerpad from a joins dentification process, SIDA could initaate the
Progect assessment without proe Witicn information,

The formal starting point is o roguens from the recipient coustry 10
SIDA's Development Cooperation Office

Briefly the inntial assessment should respond 10 four viral guestions:

1. WHICH probicm is the propased peoject expected to resolve or
allevize? (Problem anadysis)

. HOW is this problom 10 be resofved ? (Goals analvsis)

L WHO is affected by the peoblemn or will be favoared by i1s seso
kation? (Target group snalysis)

4. WHAT resources should be allocsod for its resolution? (EMciency
analyyia)

PROBLEM AND GOALS ANALYSIS
e underlying problem of a proposed project is not alwass well
analysed. It is ofien tales for granied that the new school bullding.
the health comtre, the fishery projoct or whasever, willl be a vignifican
comedation 10 the country's development

But, o the consext in which the peoject appears is mot sufficlently
enderstood there is always the risk that the "“wroeg™ peoblem
tackled. The following example might clanify this thesis, and serve as
an ¢laboration of questions | and 2 above

xQ



EXAMPLE

SIOA has received a requost 10 participate \n a nabonal artificial in-
SETNOSNON DICCT. THe DR Avm Of 1he Proyect is 10 Cross the local,
low-production davy cattle with high-peld Ewropean stock. The
request has bean discussed and the Developmenat Cooperation
Office has deciced 10 intiate the project assessment.

The réQuest put formard Ihe case fov the neod 10 improve goneval
AUIINONA SEANJRrds 85 & QRrawal prevequisite for increasing the
standard of hving withiv the country. not least in the rwrsl aress. The
milk production of the local cattle (200—300 Wras pev annum) is
compared fo the production of the Ewropean catile (6000 Mres per
annum). Through improwving the Jocal cattle's yield, milk conswump-
Son would be greally increased with & resuling ncrease in the
general heakth standads of the popwation.

The arguments i1 the request are based on the Rlowing
analysis of the prodiem. -

Measures o increase Mk progduchion, INeVene, S00m 10 09 INe
saiuton 0 the probiem. A deeper analysis of the stuaton wouwld
show. however, that Ihe Jow nudnbione! standciand is 50 due 1o other
MRCIONS 8.0 POOr veQetable protein production or low production of
other animal ods besices Mk, We ahal assume, however, that
the authorites prionitize an increase in the produchion of mik as a
basis for improving general nutrbonal standards. We can there-
fore, in I exampie, Agnore Ihe othey facIons in [he inhial A8sess-
mant

According 10 analyses made, the low milk produchion is due 0
the low yields from the jocal cattle. The awthorities axplanation of
Whe low yaeld is Dased entirely on Qenalic factors affecing the iocal
cattle. Ondy Dy improwing the SIOCk INOUGH Cross-Dreeding Can pro-
duction be Increased.

If we accept this analysis in the idea preparation we could iden-
Dy the oNowing QoS and Largets fov INe progect.

Artwrtwr Prooucnoe Proeect e
Shldiaciiy et Gow Gox
I et
I o™ e
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emnaton e Y g rmaned P ———
‘ ' Cton o W0 T P - Srsoss
or| Memhpa ”!ﬂnhl Sty

: o |~ 7000 Msen poe —
| epenizaton | 4 prbnniag

Oversd Soco
Feonnmer Geal
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The assessment of the under.lying problem shows, howevey, that
MNER Drodiuehion 8 not mendly depancent on the genebic condibions
The volume of produchion &5 SIS0 Cepancent on the state of the
marked with reQand 10 PROCCHON DOCeS ANd QUastions of AAstndy-
ton. Low avevage milk yields may aiso be Jue 10 low mik prces or
nadequate transport systems. Furthermore, there may be other
aciors which afnfec! prodknon such as lack of fodder, poor
managemery and diseases (0.9 oot and mouth sease),

Even the socal and mecical aspects are of Importance and must
De taken) indo account and analysed. Who wilf actually consume the
INCragSed Mk produetion? Can one Specily the mutntional Conme-
bon detwoon NCreased milk prodiuction and health stancargs?
W the tarpet group be atie o utiize the nutnbon provided?

An analysss of the witle problem could look Dke tfys:

Poar radrige
(Ach of protevo
- ‘ -
L o e
e ey Lack of mein
et Ihar s
o’ A -
Low prindex LS poC e Low yurid dowry cotie
- s - -
Lact ot bndtms Praw meagm et Pwn el Ok

Accorging 50 the above analysis of the protiem, the prosect ool is
dependent on sevoral ciors Desices the eNeiic Compastion of
the stock. ¥ the project is based on the goal and targets shown on
page 13 then the risks are groat that the goal will not be reached or
Wil ondy Do reached & oreat cost e through ineffective methods.
Ofton, ondy the fechnical Sice of the prodiem (8 Studhed in the pro-
pect identificabon stage, winist the sockal and e0onomic facionrs ane
Onored. This type of prodiem Andlysis is Dased on lechmical project
GORs at 100 Jow & level (' more muk ™ rather than “improved mutr-
nonal standaras”’)

It is oniy after the prodlem analysis has identifed and assessed
e MOST SIONIBCAN! and reldvant Amitabons and boftlenecks that
Correct goals can D sef and the proyec! designed in accordance
with thewn.
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TARGET GROUP ANALYSIS

When assessing a target group of a project, it is, of course, imperative
80 ascertain whether the social and cconomic srata of the popelation
favoured by the progect coincade with SIDA's target group in the
country

The target group analysis is relevant evon when the project bas &
wider orientation, such as, for exsmple, support to pencral public ser
vices Of 50 an infra-structural isvestment project. In these cases SIDA
needs 10 be reassured that the target growp will not be alfecsed
adversely by the progect.

The analysis Becomes difficult when investment projects are ap-
praised, since the purpose of the lnvessment is to forego cossumption
1oday in exchange for greater consumption tomorrow, One way, ol
loast, of approaching this difficall peoblem, Is 10 try 10 assess which
groups will be the omes 10 suffer froes sodaced consamption today and
which groups willl benelit from increased resousces tomorrow. The
analysis thas becomes socko-political & mach & technical and
COONOMmIC.

TARGET GROUP PROBLEMS —
EMPLOYMENT QUESTIONS IN
BANGLADESH

R 5 not unusua for a project
10 have several subgoals and
%0 be aimed at different loveds

ama. Frestly the programme
5 Intended o stmulate om-
ployment in the rural areas,
both i the short term and in

15




4 FEASIBILITY ANALYSIS

W

The donoe and the recipient country cooperase chosely during the pro-
Ject wupport peeparation stage. SIDA's indtlal assessment s often used
as & basis for proposiag the terms of reference foe the feasibility study,
whilst, at other times, the recipient country might well decide 10 carry
owt the feasibthey study in a different way, withow prior consulzation
with SIDA

SIDA must, however, make 3 detailod appraisal of the targets, their
cechmacal feasabulity, the mpats and organization soguercd, the invest -
ment and financing neads, 1he fisancial and ecomomic feasibility of
the peoject and the plan of operation

GOALS AND TARGETS
The description of the progect's goals and targets should be based on
an analysis of the prodblem to be solved. Defining the goal is w0
describe the sstustion that should prevail on the completion of the
project

In other woeds, the definition of the goal of 1he project is, per i, &
defimution of the changes desived. And, moreover, It must be possibie
to meagec whother the goal has boen met. This calls for the trassla.
tson of the goal intd IdScaton Le facts and Mgusres

Such isdicators can noemally be selected very casily foe prodection
tarpets, as these are wsually clearly expressed in physical 1orms (eg.
tons, numbers, dollars, kilometres o) But the overall project poal
and other, more abstract poals often contam qualitative spects which
AT DOL gasy 10 expoess in such concrete terms. Despane the difficultics,
i s important that the goals be specified and quantifiod as clearly as

possible.

EXAMPLE
The goals of an educalion proyect cowd e ormuianed a3 olows

@ B improve primary SChooy education by rmning 2 500 pramary
SChoo! 10achers Over 8 10 year Parod and by ravsing the pramary
school amendance figues Or he pet group (le primary
school ciigren). This man goal shoulkd be achieved by

I8



@ Buiding extensions 10 the aiready axisting leachers’ raining
colege in the capital

@ Boiding & mew leachers' iraining college in the regional captal
cning he first two years of the project.

@ Doveioping & mew Corricalum 10 be used from the thaed year of
the progect

® Raising the intake of teacher trainees from 100 ko 250 as from
the third year of the project.

@ Croating a system in each Aistrict 10 Subsiize SOhoo! uniorms,
MeRis and Schood books. Thiis shoukd star? from the firss! year of
the progect with a piiot scheme in one district. The expenience
from this should guide the introduction and development o the
System wilisin the other districts.

The frst 5tage of the proyect — Mhe bulding work and curricuium
devevopment — should De complaled by, af the latest, the end of
the second yeur The lotal costs should not exceed 38 millon
Swedish cromns.

The social sirma influenced by the project both positively and
negatively, should also be idestified, evther i s000-cconomic terms
(class structure, acess to land, jobs, pedlic services oic)
or in demographical terms (age, sex, ethnic group eic),

In masy cases # & neosssary (o make an analysis for both seves,
since the Sntribution of labour and resoarces within the Family $iffers
In differest societios. Womes often delong to the under-privileged
proups i developing coumtries. They wsaally have a heavier workload
then mea, and their mdnvideal feeadonm is roteiciod. Women, i pene-
ral, are more poorty educated and are also forced 1o play & sebordesate
role politically. An analysss by sexes Is particularly necessary i pro-
jects where the equity objective is considered important. All factors
that affect wossen's evonomsic, political and culteral sitwation showld
then be assessed. The distributson of work between the sexwes, women's
disposition of matcrial resources and women's opportumities 1o exer-
cise their influence in society s examples of arcas which could and
should be inchaded in this asessment.

TECHNICAL FEASIBILITY
Most progects include the developmnent of transfer of techmical know.
how or of sanapement, organizational and public admisheation
skills. In order to be effective, this know-how ssast always be adapiod
10 the ermvironment in which it s supposed 10 serve,

Generally 1A means that readily available know-how ia Sweden
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will wsually mot be very effective in a developeng coumtry. One major
reason for this s that the relative prices for labour and capieal daffer
substantially, which, i turn, mcans tha capital-istensive techaiques
are seldoms the most suitable project techaagues. It could be added
that the local market for sub-sapphers and mainiesance canmot
always cope with cagutal-imtensive amvestmenis

I'he technical feasibility of the project thus requires msore than a

transfor of ready-made know-how asd sechaclogy. This also applies
1o adminivtrative and oegasizational systems and rowtines. In the
peeparation of each project the questioa of adageing the techaology
and know-how must be thoroughly analysed 1o ensure that the project
willl By carriod ont using switable mcthods

A HOSPITAL IN VIETNAM —
VENTILATION PROBLEMS

The chicron's hospiad in Hanol, busit with Swecish SuUpport, IS an Sght-S200ey
building. During the planning and Gesign phase in Sweden, caredul calculations
and specfications were made to ansure the installation of an efficient ventiation
System

As the construction work neared completion, however, £ became clear that
1hece were ObvIouSs SaECIeNcCies in the system &s designed, It had been thought
that the long, nammow budding would be ventiated length-ways through the cor-
rndors. But n0 al provision had been made %0 open up this cross-dealt
Moreowvee, the instalation of wingows In the end walls was not soen as the answer
o this problem due to the risk of breakage. Besides this, all the operaling
Iheatros woro placed. 58 they are in Sweden, in the centrs of the bullding without
windows and compietely reflant on electnicity for both hight and ventilation. Power
cuts are frequent

In Vietnam and other tropical countries there exists a tradion of Duldng
houses using the natural ventilation provided by open COMmdon, vantiaton
holes Over COOrS and wWindows, overhanging eaves oic. The main reason
why the ventilabon system in the chiidren's hospeal in Hanot was not suted
10 the prevaling condiions was that the planming and design had taken
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latives of the recipient country. Raghet, the proposal should be worked out in-
country after cansdul diSCuSSIONs, WIthout Dre-CONCePNONS, and aNher he collec-
ton of the relevant facts and of Previous &xperence

Technical mputs, organization and staffing are decisive factors in en-
suring the progect s effectiveness

The chokce of the technical inguts 1o be made and the equipment to
be used will normally depend on the technical level 2ad technical solu-
thons chosen for 1he project. The feasibility study should specify the
techmcal standards and prodection levels reguined

The technical assistance clement in the project shosdd likewise be
specified daring the feasibility stody. This 1echnical assiszance, of per-
somnel amistance, as # is wommctiosnes known, is a srategic resounce in
planming and lmpiementing aid. When used peroperly, techaical
assistance cam Be a decisive factor for the outcome of a project, But
there are also some complex, negative aspects when diffesent cultural
valoe syvtems moet and come into conflict with one another

SIDA can propose varioes forms of sechaical assivtance. The local
assignment of expatnale personned is a reasosable solutson when the
techancal sistance is required by public organizations to supplement
or even supply regular stafl. In such cases, SIDA's 20le & normally
reduced to paying a salary supplensent and social security coats, whilst
the local authority & responsible for recrultment and overall admin)-
sLIathOn

SIDA comtributes 10 the personned conts for volumesns, who ase
engaged in projest activities through son-governmental organiza
thons. SIDA can alio cagage penoamel on contracts in SIDA sup-
ported projects elther om a long-tenm basis (normally 24-ssomths) o
for shocter assignments. An increasing mamber of Swedish expatrize
personned are engaged via consultant companies, where SIDA con-




(racts the company for a speafic task that often imvolves project
management and the transfor of know-how

Whilat contract personned are normally engaped n stafl positions,
consultanss are hised exchusively for project identification, feassbality
analyses, planning and design

TRAINING ZIMBABWE'S
ADMINISTRATION

Al independence Zimbabwe
ook Owver a pubiic Seckor
which was mainly manned by
white ovil servants, at least
In the managerial postions.
A great many of thase left the
country shorlly afterwards.
were oflen taken over Dy
frained Dut  inexperienced
personnel. Al the same time
e PUDIC S8CI0r WS Guckly
expanded o nciude those
areas which had been

SCa administrative Sraining
programmes ior both civil servants and local government officials.

SIDA was asked 0 participate in buliding up this programme. Even though
Ihere weoe nO detailed plans &8 10 how this training should be organized, SIDA
agreed %0 take part. Swedsh expertise was placed at Zimbabwe's disposal In
order 1o develop traming plans, produce educabonal materials and %0 advise on
organization and methods. SIDA engaged the senvices of SIPU (the Swedish
National instaute for Civil Service Training and Development). During 1983 SIPU
organized and 1ock parn in sevaral short-teem inputs, ofther acting as & catalyst
or in an advisory capacity. The support started with a study visit to Sweden of
those Zimbabwean ofMcials responsible for training within the administration
The Swedish Association of Local Authorities has been engaged 10 work at local
government level and began by organizing several short inputs during 1984,

The shaping of 1he project organization depends greatly upon the

reCipient organization’s ability 1o absord the external supporn.
Sometimes this capacity & reduced because of inefficient ad

mimtralive procoderes and rostines or lack of masagemeont person-




nel. The feasibility analysis shoudd indicate whether such bottle-necks
might occur. An inefliclens administration s mot just a problem foe
the prodect but also for the country s a whole Often there is an acuse
awascocw of the situation and a gencral imserest in dealing wath it In
such a case SIDA could be helpful, through projects almed at suppor-
ting crganization and masagemens in public administantion.

If the country lacks management persomnel, precaations should
Be taken in the project organization 10 impeowe the capacity for pro-
yect management and back-stopping. This can be dome, for instance,
by engaging a comultant, (For furtber discussion, soe Chapler 6.
"Project impiementation™, page M),

When asalyzing the country’s capacity 10 absorb development
assistance, 1he following points should be convidered:

@ the local malfl™s experience and competence for propect work and
PeOfact management;

@ the procedures and routines for transfer of resources from donoe
to project (the interplay betwoen the doaos, the planning sainstry,
the sector minisiry, the relevant regioeal or local authorilics and
the project itself). Potential bottle-necks showld be identified:

® the procedures for the purchase of goods and services asd the
competence 10 carry ot such purchases;

@ the relationship between the project and the responsible ministry
ie the fisancaal and adminivrative mdependence of the project;

@ the need 10 provide support 1o the projest management itsell.

INVESTMENTS AND FINANCING

Toeal project costs should de compiled and divided Into invessment
and recurrent costs, and foreign and local costs respectively. The conts
should alwo be calculated annually throughost the peoject period,
The table below could serve as a moded for a peoject budget,

PROJECT COSTNS (million SEX)

Imvesments
foowign cous 1 L) 0
hocal conty ) b )
Recorrest costy
foreign coss 05 3 LR
Jocal comts 1 t &) 9.5

e ——_ . St .

Totad Tota forcign conts ns n ns
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Accoeding 10 SIDA' policy, the Swodinh contribution & not just
roserved for forelgn costs or lavestments. SIDA's comtribution may
cover cxpemaes in local currency of operating costs. SIDA's suppoet to
any of these will, however, be based on the assumption that the local
contribution will gradually increase.

The budgetod project cost should also be maiched by a plan for peo-
ject financing. The more complex the project, and the more donors
svolved, the more important i is 10 specify in Setail cach domor’s
contndation (foecign/Jocal costy; investment /rocursent COsls).

FINANCIAL AND ECONOMIC FEASIBILITY

When the budget has boes agroed upos, & iy IMPortant Lo auess
whether the project is ccomomically feasible, 12 that the relation
between costs and benefits is remonable,

Im projects that do not gencrale income or where the poal cannot be
expressed in monctary jeems, SIDA will accept that 1he project’s
feasbility should be measared by its cont-effectiveness. This means
that certain vital average costs are cakulated, eg. cost per square
metre of comtraction, comt per school year or per gradussed sMudent,

pl




coM pet tcaching aid produced, cost pot pasticipant i literacy classes,

o8t per vakcination, per laboratory tost and per bealth-centre efc . 4

The purpose of making these estimates for the cost-effectiveness X '
analysis is not 10 establish the figures as such. but to compare them '+ U
with corrosponding figures in similar projects in other regions or in ."‘h ( .\J
other countrics. If the projected cost-cffectiveness is substantially ‘rd{‘ 1 )\
howet than that of corresponding projects, the reasen foe o should, if i &

possible, be identified and discussed. In peneral, peojects that doviate
considerably from soemal cost-cffectivensss willl not be acoeptable,
regardiess of thew justificanson from other possts Of view

BASIC MEDICINES IN BANGLADESH

SIDA presently suppons a
project amed at increas-
INg access 10 sale medk
cnes in Comila District,
Banglacdesh. The goa of
mmuaw

one e the improvement
amwuma

Mwmmmiuuolmmdmw for example, trying o
relate costs saved 10 the decrease in cases of finesa. The connection between
better hoalth standards and the avadabdity of safe medicines is often a matier of
conjecture. One can, however, Iry to estimate the cost-effectiveness of the pero-
joct by icentitying the main aress of activity within the proect and by companing
costs with expected results.
The cost-eflectivenass of the project i guestion could De calculaed as
follows
© The number of parsons requining training, the places avallable, the costs per
person.

® The number of information campagns needed, the Costs per CAMPAaIgn and
per individual estimated 10 be reached by i1,

® The costs of producing basic medicings within the project as compared o
curment market prices

® The expecioed incroase in coverage of the demand lor medicines in the aa,
A3 Companed 10 the present situation and the cost for this increase.

The proect’s costelioctivensss can be evalused by comparnng project costs
with the equivalent costs in similar projects both within Bangladesh or alse-
whace. M this COMPAnson Shows that the project is less cost afective than other
COMParabio PIOJOcts, the reasons should Do defined and stated.




I'he efficiency of ladusirial and infra-structural projects should be
cakulated in a fisancial and economic projection according 10 com-
mon intermacional standards, such as those described in the UNIDO
"Manual for the Preparation of Industrial Feaubality Stadies™. In the
trassformation from the Msancal analysis 10 the coconomic analysls,
4 is imperative 1o adjust the prices for goods and services when the
market prices deviase from their social valees. This is doae by the use
of shadow prices that reflect the resources” social oppoetunity cost ie

I, e S

realistic estimates of the true value of soch goods aad services. This is
particularly msportant with regand (o abour and foeeign exchange
The ecomomic analysis must also isclude vasious side-offects of the
peoject and exchade financial transfors such a8 customss, tawes oOf
charges.

SIDA has 50 minimum accepeadle devels for the MNaancial of
ecconomic intermal rate of retuen, The appraisal of the project’s
feamibility o made from case to case,

It is recommended that both the fimancial and coonomic analyses
should include an analysss of the project”s sensitivity 1o changes in
sales price, exchange rate and capacity utilization,
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FOREST INDUSTRY IN MOCAMBIQUE
— A COST-BENEFIT ANALYSIS

A costbenefit and proftabiity
analysis was made prior %0 starting
the Manica Forest industines pro-
joct in Mocambique. The project
gimed &l prooucing both  sawn
timbeér and chip-boaed.

AS & first slep the effects of the
Project were identified. The goals
wore dlear - 10 procuce samn
smber and chipboard. However, it g
WaS 3550 expectod that the project
would stimulate the develocpment of
the rogion, lead to improvements in
the Infrastructure of the neigh-
bouring rest aea. save foreign
«change by replacing imports and
stablize the local labour market.
To achieve thess banefits the com-
munity would need 10 Wilize the
labour force and the capital and
SUpport goods not only directly in the production of timbee and board, but also
indirectly in the necessary complementary investments in the infrastructure
of the area. N 2550 was thought that the project would have imted negative
offects on the environment.

Not all the benefits were quantified. The yearly production was estimated at
26 000 cubic metres of sawn Smmber and 20 000 cuic metres of chip-board, usng
as basic data partly the plarmed production capacity and partly the estimated
demand. The foliowing costs were quantified: labour, captal investment, other
runming costs. The other eflects identified ware cescrded qualtatively

The value of &l the quantfied effects was estimated. The curent value of
costs and benefits were caiculmed and a sccial costbenofit analyss using
shadow prices was also made. For example, foreign currency was calculated at
a higher rate of exchange than the official one

When the ouicome was compared 10 the 1esource consumption, it could be
040 Ihit the project was beneficial. The result of both the cost-Denelt analyses
and the projoct feasibilty study at current market prices showed that the project
was reasonably efficient. This was also the case when the qualtatve effects of
the project were assessed.




PLAN OF OPERATION

All detasied mformation regarding 1he issplementation of the peoject
should be compiled into a plan of operation. A deaft plan of operation
should be enclosed with the feasibiliey study,

EXAMPLE

A PLAN OF OPERATION FOR A PROUECT

The plan of aperation states the Qoal of the project, the mast impor.
N actvities, the DUdOE, the organizabion and the dvision of
responsioiines, and ithe system Ky implamentation and momior-
ng. ¥ showld aiso cladarly describe who is 1o do what

The plan of operation showld Not INOILCe 1eaSOons, Molives or
OOV AL statevnents of intent

R COWa Do Cviged intD the IONOWNg SECHoNS.

1. ntroduction Shovt background
References 1o foasidily
SIAVES and proyect appvaisal
roponts efc

2. Goals The proyect's gowl and targers

3. Production targets and Descrption of the production
activities fargels and makn areas of a0
bwity. Possibly dhwading main
ActviDes into sub-areas
General time-plan for the im-
Plamentation of the propect

4. Budget The project budiget broken

5. Monitoring Description of routines o



6 Organization and admini-
siration

Shovt description of the pro-
joct’s ovpanization and staf
fng and I's posation wilhen e
FOCIDION! SOUNtry s adminiséra
bon. Areas of responsibity.
Possibie posts K axpalriare
Jevelopmeant AsSISIAnNce per
sonngd

Description of time-plan v all
SRSANLA/ ACHVWIOS 10 soe
when difforeny! resOurces have
10 Do made svalable ¥ order
10 me! SsTatishad laroes.

I EXDONENVG DIOMRCES, nhove
celay imphes huge acdtonal
costs, a critical path Analys:s
AHOW 880 Do mace




5 PROJECT SUPPORT
PREPARATION

ihe final stage ia SIDA's pecparations b the project support poes
paratvon, All redevant informazion regarding 1he prosect s compiled

Inio & dreet wpport memocandum and presented 10 SIDA's manage.

» ’

me {or final Secision

The recommendations o 1IN sUPSOL MICEOras are part
based on an appraisal of the project’s menss & described 4T
feaul Y stsdy, and partly on an appraisa the elffectivensss of

feasibility study or parts of . [t & abways useful 10 have unbiased
PIMONS SAPECily On Ehe propects s 1echmcal and ecomomic feas

, AN risks for fallwte. These "woond opinioas™ form part of 1he
Dasis for SIDAY decson-making

In cortain cases, It 1 advisable 10 appraise the feasiiy sudy

MDA can support 1he peoiest In the form of cash comtnbutsons, s
vices (penonnsl) and poods. The fire assessment he combing
Swedish resources 10 be used in the proect and their avadabilin

ANG eifectivemess, hin diready been made during the iWdea prepasstion
AL IR slade. the tink » %0 POy 0 Setall the Kind and volume o

FESOUICEs NEQUESIOS aac Ihe Limung Of 1hew partpecation i the pro

Ihe recrunment and training of expacriase staflf must 5 p



SWEDISH
INPUT

for and, peeferably, imatiated, as this procedere is often very time.
cootumung. Specifications and Mdding procedures need 1o be
prepared 1o amy poods reguared

PROJECT AGREEMENT
A draft project agreement is enclosed with the geopect support
memorandum aithough # bas usually been handed over 10 the reci-
paent country imformally as soon as # has been worked owt. The pro-
JECT Agreemaent n sebordinate 10 the development Co-0peration Agree:
ment which sets the terms of the Co-operation and specifies the overall
fimancsal comtributions by the partses concermed

Al the provisons reganding the project support asd the recipiens
country s respansibilitees are regulased by the project agrecsen)

The project agreemen normally covers the following jiems

@ Parties imvolved

¢ Background

® Goalis) and Larget groupis)
® Amounts contributed

® Conraciual period

® Whether the financing comes from within SIDA's badpet frasse
for 1he Sountry

® Allocations per badpet vear or dates when such allocations are o
e decrded

@ Routnes for payments if thewe do noe alecady exist o &iffer lrom
thane described im the couatry agreemens

L]




¢ Uiilization of contridutions: programme/project, prodoction
poaks, activities, type and possible allocation of resousces

® Plam of operation with budger (usually oaly refersed to or/and
atached)

@ Reporting systems: financial accounting and reporting 1ogether
with proposals for assual working plans and budgets

® Monltoring
® Evaluation

® The parties’ sndertakings: ep. who purchases, who pays
Whether local labour is 80 be provided

® Special conditvons: o.g. If some of the fimancing is 1o be complcted
before Swedish fuads aze 10 be ssade avallable What accom.
odation ete is 10 be provided before expatrise personned are sent
out. Are counterpasts needed?

® Relorence 1o cosntry agroements

® Dutcs showing when the agroement comes (n2o force and when ot
erminales,

DIALOGUE

The dialogue between SIDA and the recipient Is not lmised samply
10 the sdentification of the project. There sbould be a continsous
exchange of experience theoughout the 10eal project cycle.

SIDA's oprindons might well masge from castiously cxpressed gen-
eral view-points and comments 10 highly spevified conditions for
Swedish support 10 a project. The strength of the opemions expeessed
B often dependent upon the level 3t which it is proposed 10 solve the
sentified problem. In a very schemat manncr, the following dia-
gram doscribes the relationship between Swedish official opinion and
the natwre of the problem.

VIEWS, STAND-POINT NATIONAL
POLICY LEVEL

AEQUIREMENTS .\: SECTOR LEVEL
CONDITIONS PROJECT LEVEL




The main part of the dialoges 1akes place in the recipient country
duriag the follow.up of a project although repecscatatives from
SIDA’s head-guarters and from the Swedish Governmest may

somctimes pariicpaic

3
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6 PROJECT
IMPLEME{V TATION
2a |

e

The implemenmation of the project i heavily dependent upon the
progect organizason. No matter how pood Lhe peeparatson is, the best
of peojects can fail if the project organazation suffers from slight but
sgruficant deficicacics

SIDA's parcipation in the implementanon stage, then, is hased on
an analyses of the project organtzation. There are theee categories and
Jeproes of srvolvement for thes participatson — cash contribution,
resouece transfer and projoct management.

CASH CONTRIBUTION
This model & applicable when the project organization s capable
both of acquiring progect resources (pooxds and services) and of
easaging the project with competont stalf, Under thow Grosmmstan-
ooy the support can be reduced 10 & cash contribution, 1O serve a4 a
fimancial basis for the expenses of the project

As indicaicd, this modd pre-supposes a situatson where financial
Buacking is the only scarce resousce in the project, Since ths is noe
wssally the case, the model has hmased uses

CASH CONTRIBUTION
— NON-FORMAL EDUCATION
IN INDIA

Since 1980 SIDA has supponied non-formal education for 8—15 yearolds in
india. Originaily the Swedish contribution was imended 10 cover the 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 Y000 gris.

7



with those Indian stales concerned, in accordance with the Indian regulations
QOVerning the division of responsibility at national and state levels. SIDA's role
has Doan 10 MONRK the peoject 10 chack that the implementation follows the pro-
cadures Laid down in the project agreement

The support will almost certainly continue, with the emphasis on the educs-
tion of gets n the rural aress. SIDA's monitoning role will probably be strengthen-
od. Experience has shown that there is a nead 1or more equent project follow-
ups, and that the contracting of a consultant 10 Carry out thess follow-ups is a
cheap way of making them more effective. The main responsibility for the pro-
Qramme. however, will stil e with the Indian authorities.

TRANSFER OF RESOURCES

Im this model, SIDA's participation and responsibility is extended to

also cover the identification, specification, acquisition and transfer of

certain services and.or goods to the project. The manapement of the

Progect remaing, however, the responsibility of the recipiess country
This model appears in two altersatives. [n the first ome, STDA itself

acgrates and tramafers the requested resousces (see next sade)

ey O— - - —e S RKvipees
o .o’;: SIDA - Countn
goods O’ 20 \\
-~ ~
penonned O/ N Projc
AL E R R T T LIV T e —— s et of resourom
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In the second altersative SIDA contracts a conselitant (Company of in-
stitution) 10 acguire and transfer yesources 10 1he project (see Npuse
below)

SIDA [ —

)
I '
anadh < —_———
-
_—_: Corsuduam - Proses
pervoreel

When cash is transferred 1o the project, SLDA supplies it directly and
oot theough intermediarios

11 38 als0 possible 10 combiae the rwo alternacives in &ifferent ways,
¢.§ SIDA purchases the goods whalst the conselrant engages personnel

TRANSFER OF RESOURCES
— A VOCATIONAL SCHOOL IN
MOSHI, TANZANIA

A request for Swodish sup-
port for the constructon of a
vocatonal school In Moshi
was first made in the autumn
of 1976 Tanzania was pre-
pared 10 take the responsib-
ity for implementing the pro-
ject whilst SIDA should pro-
vide the NOCesSSary Nnesowrces
in the form of money, QOOds
and parsonnsd

The Tanzanian authoritios
should prepare & technical
and economic foasibiity report and be responsdie lor coordinating the planning
and design of the school, the tendenng procedure, the evaluation of the tenders
and the supervision of the construction work. Furthermore, Tanzania would
ensure that & suitable syflabus was avadable and that relevant eQuipmaent lists
were prepared. The recrutment and training of Tanzanian aches for the
school and the selection of students were also the responsitiity of the Tanzanian
asthonbes.

On the Swedish side, SIDA agreed 10 check the Tanzanan feasibility report
and then cooperate in working out a joint plan of operation. SIDA also agreed to
finance the construction work, to provide expert staf! 1o deveiop certain areas of
the syflabus, % purchase the oquipment and Weaching s requinred and 0
recruit & building supecvisce, 14 heads of depanment and an axparienced schood
adminstrator.




As the project got uncerway. the Gemands on SIDA increased. Certain of the
activities which were planned 1o be carmed out without Swodish assistance had
% be done with the help of Swedish consultants e.g. the slectrical instatations in
the workshop and the production of leaching materials for technical drawing.
Demands were also made for SIDA 10 take an active role in the direct manage-
ment of the project.

A3 the demands ncreased 50 B the uncertainty. NO-0ne was sure any longer
where the reaponaidiity lay. Was it with the school adership undee a chiet
advisor? Or with the Ministry of Labour’s Director of Vocational Taining?
Or with SIDA's administrators in the local Development Cooperation Office and
" Swockholm?

One important experiance grned from this project was that it : vital 10 clearly
specify right at the start, the areas of responsibiity for the project and the regula-
tions governing the transfer of resources.

The fiest group of students graduated irom the school in 1984. The quality of |
the iraining they had received was generally considered %0 be very high.
Swodish support 10 the project i stil needed at this stage, in ceder 10 provide
xpOrtise. IN-Sarvice raining and 10 Cover the costs for iImporting maserial and
oquipmant which have 10 De paid for in foreign cumency,

& w2

PROJECT MANAGEMENT

In the third model, the analysis has led to the concluston that the pro-
ject organization needs 80 be reinforced with staff who can manage
and co-ondinae the project’s activities. This model Is usually ap-
phcable to myvestment projocts, such as the comstruction and opera-
tioe of industrial and infra-structural projects,

Rocipweal
o Couniry

|

' '

[ Progect

| Managenent

)
1

COMMURAR] = = = o e e . e . .

Project
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When & comsulrant is cogaped a5 propect manager, SIDA tries 10
casure that the consaltant is grven executive sespoasibelity for the
project. The more incentives conmectod with the assignment, the more
efficiently the consultant willl carry out the jobs, 1t is abo vitally impor-
tant that the projoct manager trains the local staff properiy, incloding
domestic consultants when this & relevant, 50 that the transfer of
executive responsibility takes place smoothly and Socal consultant
CApaity groms,

Normally, the project management corsaltant is responsible foe the
transfer Of other inpucs a4 well, Bat drict project masagement
assipnments do ocour (see figure delow )
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PROJECT MANAGEMENT
— SUPPORTING HEALTH-CARE
IN VIETNAM

The secior agreement between
Vietnam and Sweden stales
that Vietnam has overall respon-
sbility for the two countries’
COOperation i the health secior
whilst SIDA should engage a
consultant 10 manage the pro-
pects, For this task SIDA selected
the imemational Child Health
Unit & Uppsala University —
ICH

The contract between SIDA
and Uppsala University regul-
aes the number and type of stalf ICH requiee 10 CaITy Ot This Project Manage-
ment iask

1. ICH should strangthen its administ-ative capacity in Uppsala with three full-
time and two hall-tmne sta, including a Nil-ime project coordinatoe

AL



2. ICH should station three other staft members in Vietnam, Including a peo-
GFAamMe COONdMnate
The programme coordinator should be Given the authority 10 represent ICH
In 3 Questons relatng 10 he implementation of the progect In accordance
with the terms of reference.

3 SIDA should approve of all staif placed at the peoject’s dsposal and should be
given the opportunity of taking part in their recruitment. Stalf should not be
changed without SIDA's approvad

ICH did not have the administrative capacity for recruting expatriste stalf for the
project o for running and maintarng Iving Quarters in the Jorm of a camg. Thus,
8 sub-consultant was employed by ICH for these purposes after SIDA's approval
for this arrangement was obtained.

A special st00ring COMMIties was sat Up within Vietnam's Ministry of Heatth,
ledd by the Vice-Minister and with those directly responsibie for the health-care
projects as its members. The Swedish programme coordinator advises and
&53ists he Droject managoment in reporting 10 this steering comminee. SIDA
has the right 10 anend steering committoe meetings.

The project management reports 1o SIDA and 10 the 550ering COmMmMImes overy
Quanec The steering commities compiles an annual report for the Ministry of
Health and SIDA, in which activities carried out are reporied and a plan for the
coming your is specified.

Experience from the first year showed that the division of responsibility bed-
ween the two Swedish consultants, viz ICH and the sub-consultant, was %00
vague. SIDA, theredore, lorminated the contract and renegotiated a new one n
Which the CONSUItants’ roles were More Clodrly staled and the project organiza-
Son impeoved.
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7 MONITORING AND

- _. " - -
Seccomdul project and support pecparnstion ase pee-reguinites foe an
efficient project implementation. But unexpected events often oocur
and lead to changes in the project emvisonment. In onder to cogwe with
thowe cxiernal influences, it is neceisary 10 have & system for monior-
ing and evaleation. The system abio serves 10 keep those imvolved 10
the “oritical path™ and to ascertain the outputs and effects of the

Projects.

MONITORING

SIDA's moaisoring should, as far as possible, be based on the existing
procedures for reporting and monitoring in the recipient coumtry.
It is equally mportant that SIDA regularly repocts 10 the project
orgamization on the current situation regarding the resousces SIDA
is respoasibie for acguanng.

Moaitoring is carried ost on three difforent kevels, Firstly, the sur-
renl sctivities are monitosed, This can talke place i the form of pro-
gress repotts in selation 1o the plan of opemtion, disbursements in
relation to budget o statements segarding recrultment and purchases
The records of mectings of the projoct steering commustoe or of
meetings between SIDW's peogramme officer and the peoject officer
at the ministry, and of visits 80 the project from the Developmem
Cooperation Ofice are also important

This Jevel of monitoring s relasted 10 the activitses, the time-
schedude and the production tangets (s the plan of operation.

The nexa level i SIDA's monitonng systom 1s the annual review.
This is carried out 2 2 follow-up of the production tarpets and the
budget. Such ansual reviews are undertaken In Most PrOgrAMmes
{sector support) and in larger projects. They are based on written
reports from 1he project organization which comment on revulis
achioved and imdase the work peogramme and budget for the fonh-
coming year. The result of the annual review is often summarized ina
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Joint report 10 SIDA and the ministry involved, proposing meaeres to
be taken and fnancial allocations needed.

The third Jevel refers 10 the monitoring of the project goal, Whes
the project is rather limited in time and resoerces, the project goal is,
of course, the paint of departure for the recurnent monitoring system
Im Rarger and more complex projects, SIDW's sapporn is noemally
channelled via theee year project agreements that oaly partially cover
the praject period. The preparation for a profongation of 1he project
agreement is, therefore, a comvenient occasion 10 asalyze the achicve-
ments of the project more carefully In face, this kind of review &
very similar 10 8 mad-term review and it focusses madnly on the project
goal and the factors behind possible deviations. A prolongation &
prepared in the same way as the initial project support prepasation.
Natwrally this does sot neod to be as thorough as the initial prepam.
thon, unless the peoject is experiencing severe problems or poing

through a period of major reoeganization,
Examnples of monitoring instruments
GOALS AND TARGETS MONITORING INSTRUMENTS
ACTIVITIES (EXAMPLES)
Delivery of
eyupien|

Cawing foundatson of buikling m“mm
Recrwtment of expacriate ssaff 8

Quarterty follow-up

Project progrew report
PRODUCTION TARGETS Yearly follow-upn
Complete comstruction of sahool Debwicfiag of expatriate salf
Dewelop wyilasus
Oradustion of 250 sacher-calness
PROJ GOA Yearly follow ups
1 F.(.T‘ A Secation Support memorssden for pro-

loegation of project
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EVALUATION

There Is 8o wrict demarcation lise between monitoring and ovalua-
tioa, but rather & coatinuum wheee the focal poimt moves from the
ProJuction tangets a1 one extreme 1o 1he overall objectives st the other
The midacrm review represents a mixtare, where both production
targets and projoct poals are of interest.

SIDA’s system of evaluation includes the final report from the pro-
joct and the impact report, The final report is an internal SIDA paper,
where the programme officer summarizes 1he effects of the peoject
I'be impact report tries 1o assess the long-tenm socio-econoesic effecta
of the project,

The evaluation stage should cover the following polsss:

© an analysis of relevant 1argets, goals and objectives

® an analysis of factoes behind a high or low level of achievemenn:
4) in relation to the origisal goals
0} In refation 10 the cffectnencw of 1he projoect Enaplemendation

(Le. the project oeganizazion)
® an analysis of the cost-benefie
® an analysis of any other external effects of the project

® recommendations

{ nu@
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Evaluations are normally carried out by a special group of individuals
from SIDA and the recipient country, usually with the assisance
of extersal expertise. Sometimes these evaluations are carried oun bry

external persoas only. The missson’s Miadings and recommendations
are compeled & report which i submitted both 10 SIDA and to the

recipuent country.

f
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These cvaluations serve a two.fold purpose: fiestly as concrete
recommendanions rogarding actions 10 be taken or modifications 1o
be made in relation to the existing plan of operation, and, secondly,
as feod-back to deciioa-makerns 10¢ futuse projects Of similar support
Programumes.

EVALUATION OF THE WATER
PROGRAMME IN BOTSWANA

n 1983 & was deciced 0
ovalualo the waler pro-
grameme in Botswana with a

programee which had acheved Rs goals.

SIDA decided 10 use and test out a method of evaluating drinking waber pro-
grammes developed by WHO.

During the autuma of 1983, 10 villages in the programme were chosen at ran-
dom . A local consultant was engaged to colloct data conderning the usilizaton of
both the equipment and the water. This information was collectad from those fve
vilages where the equipment functioned best. The purpose of this was to gel
SOMe Kiea a8 10 whether production goals had been met and the probabiity of
maeting the main goal of the project. The consuliant’s repert also high-ighted
soveral other Questions which should De Waken up in the evaluation.

A consuitant from WHO and represontatives of SIDA then collecied further
data and analyses of the programme in co-Operation with the iocal consultant
and representatives of the Botswanan authorities. The basic documentation for
the evaluation consistad of the local consultant’s report, the original programme
plans, SIDA memos, reports from secior follow-ups and Notes Irom Mestings
with representatives of the Botswanan suthorites.

The evaluation conciuded thal the programme, in general, functoned wed
and that, in cOMparison with other water programmes in Africa, the problems
Were minot Furtharmore, it Could be shown that water utiizaton had InCreased,
2.0 %or hygienic purposes. The time taken 10 fetch and carry water had also been
drastically reduced. The time saved seemed manly 10 be used for leisure
Sctiviles

The evaluation recommended that fulure resources should manly be used for
mainenance purposes and 1or rehaditating older equipment. This was judged
10 be the MmOst sensiie wiry 10 proceed, 2l faciors considered, rather than going
ahead with an expansion of the programme.
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8 NON PROJECT AID

Project support is 2ot alwayy the best appeoach in rosolving peoblems
of developmens. A peoblem in a sector might consist of & number of
seb-probiems each of which has 10 be rosoived in the correct segeence
Or 3t may be that the peoblem is, in fact, on the macro level and that
PEOpOCt SEPPOIT is oot the best remedy. [nwead, STDA mught choose to
assist & country in purchasng poods froun abroad through umpon
WPPOrt.

SECTOR SUPPORT
Sectoe support inciudes various activities, projects and programmes
rhat are separase bext laner-linked with one asocher. Sector support
normally emerges from a project support that has lod to insights of a
genetal nature regarding the comnaction between I8¢ various pro
blems and bottle-necks experiencod within the soctor

Sector support requices that certaim pre-rogensites be Nallilled:

1. That the recipient country bas elaborated or plans 10 elaborsie 3
COMPrEhensive sector strategy

e

That the organizatson and management sysiem In the sector can
handic and co-ordinate sectOr support.,

L That SIDA has at its disposal or can acquire those imputs (services,
poods and moecy) required s such an extensive involvement 35
SOCLOT support

SIDA also undertakes & sector analysis. This shoudd peovide e Basis
for a besier understanding of the strategic and structural prodiems
in the sector and should sdentily possible areas neediag Swedish
support

The case below demonstrates what cas happen w hem socioe support
I8 DOt given a proper foundation

-



SUPPORTING ANGOLA's
FISHING INDUSTRY

w»wﬂm‘gmbmuwmm
which doal with the development of small-scale fishing
mmmmmwm

Originally, the Support was 10 8 30C10r rather than 10 a project. This meant that
2 was Angola’s responsidiity 10 divide the resources between the three sub-
programmes. This gave the flexibiity necessary 10 a peogramme for which the
Angolan authorites had no clearly formed plans whan the agreement was made.
This form of COOPration aise meant an adminstrative simplification for SIDA
The detailed planning of the support was left 10 representatives of both parties »
the yearty consuitations, which resulled in jort agreed minules.

Experience from this form of cooperation showed that Angola could not, in
fact, take advartage of tho potential benets. Lack of personnel and Crganized
resources 1or receiving the support, the eflects of the on-going war with South
Alrica and of imemal unrest, Combined with the aimast Chaotic market situstion,
led %0 changes being made 1o the Swedish support. What was originally thought
of 88 SOCIOr SUPPON Was re-structured INto project support with active SIDA par-
Scipation.

SIDA's commments, theredors, 100k On ancther chamcter. SIDA became
responsidie for recruting fishermen with experience of teaching and with Por-
WGLese language skils, which was no oasy task. It was made even more GMCult
when It became apparent that Angola could not provide ApEeOprate accom-
modation or services %o expalriate stall, Thus SIDA was drawn into actvely
aranging accommodation and into organizing building activities 10 support the

Eventually the onginal Secion SUPPO was transfiormed into a weil-defined pro-
Joct suppOnt with active control and supervision by SIDA.

Sector support is assessed annuaily in joins reviews which are based on
reports of revalts achicved ia relation 10 the work plan, and on agreed
minutes concerning the forthcoming work plan. The bodget is also
revised cach year

IMPORT SUPPORT

Import support can be an effective instrument when lack of foreign
cchange is the major constraint for the coumtry's developmenn.
Two conditions should, however, be met.

Firstly, it has 20 be demonstrated that the foreign exchange situa-
thon is »ot entirely or madaly a consoguence of an inadogeate oco-
nomic policy oy the Government, Secondly, the organization and
management system must be able 1o deal with the import suppors pro-
perly im terms of procurement, handling, dsstribution and utilization




IMPORT SUPPORT TO TANZANIA

In 1965 Tarzania, Mke seversl other African
mmmﬂnMdu\m

the Country. A large balance of payments
defictt of, In cther words, & lack of forsgn
exchange s the most cbwvious symptom of
this. It has, theredore, only been possible
%0 satisty a smaller and smaller proportion
of Tanzania's import needs. Industrial and
agricultural production have Jecreased
because of the scarclty of Imported goods,
Sparo-parts, Sectilizers olc.

Bocause of the Increasing difficulty in
martaining standards in education, health-
care and other soo services, and be-
cause of underutifzation of the avalable
industrial, agricultural and ¥aNSpPort CADS-
city, new development progects have Deen
cancelied or indefinitely postponed. SIDA and some other ald organizations,
including the other Nordic organizations, have instoad sot aside a growing
proportion of thel assistance for the Snancing of imports for current production
and for activities in the social sectors.

SIDA actively participates in the decisions as 10 what the Impon suppon
should De used 1o A spacial Crisis programme was adopted by Tanzana in 1982
and sinco then the Swedish Import SUPPOr has Deen used 10 nenfoece this pro-
gramme. 1 is used ontirely fo finance current imports. Pricrity is given %
sgricuitural needs and especially Imports 10 Support agncullural export activi-
tes. Agricuiture needs an efficient transport system both for distributing the
country’s supply of Sood and other QoOds and for the sxport of agricultural pro-
ducts. SIDA's contribution in this field has included the purchase of componens
and spare-parts for lories. Other Qoods purchased through this import support
nciude spare-parts ke the lelecommunications network and for the production
of edectricity

Parts of the industrial sector also play an imponant par in the crisis pro-
gramme. Workshops for the production of hand4ools and ox-ploughs exist.
Other consumer goods Needed Dy the peasant farmers could be produced in the
same way in Tanzana and provide the state with income through indirect taxa-
ton. One pre-roquisie for this s that 1oreign exchange s available for the import
of spare-parts and raw matorials. SIDA has financed the import of, for example,
G steel and raw materials for the production of 1ools and Imploments.

The criteria for the utiization of IMPort SUPPON ane 10 be found in a specal
agreement Datween the two countries. The apportioning of the currency funds
avaladie Datween the diffarent imports and importers is carried out in a commil-
100 consisting of representatives from the Central Bank of Tanzania, who deal




with Currency regulations, from the Ministry of Finance and from SIDA. When
appropriate, representatives of the Mnistries of Industry and of Agriculture aiso

in SIDA's preparation for Import SuPpON there are several important factors
be taken ino consideration and carefully weighed. SIDA must judge which pro-
CUCES are Needed from the MACro-ecoNOmIC Point of view and which of these pro-
Gucts 1 would be advantageous 1o manutacture in Tanzania and which it woeld
be cheaper 10 import. SIDA also has task of identitying those Qoods which satisty
the needs of Tanzania's crisss economy and which, at the same time, can be pur-
chased. at competitive prices, from Swocen Finally & is very important that SI0A
COOMANAtes i1s aCvities with INCSe Of Other JONOFS SO that the foreign exchange
avalable is USed in the best possible way.

Itis very dificult 10 exactly specily the way in which Swodish import support to
Tanzania affects the different levels of sociaty. The choice of imports, howover,
is made with the intention of fully supportng agricultural production which, in
Tanzania, s dominated by small peasant farmers. TS impont support therefore
may well be oriented 1owards a particular target group in sccordance with
Swecen's Cevelopment assistance Clmctives.

SIDA's Procurement Division purchases bulk goods 1or the import support
programme whilst other goods are purchased by Tanzanian companes.
An agreement has been made between the Tanzaman National Bank and a
Swedish bank 10 faciltate overseas payments.

OTHER FORMS OF AID

Moat of Swoden's bilaeral akd s provided in the form of project,
SOCIOT OF POt suppart withia a country agreement, 2 doscribed in
this bookles. But Swedah aid resources may abo be granted in othor
forms, sech as support 1o noo-governmental organizathons, 10 huma-
orarian and relic! operations, and o inter-regional projects. The
basic project method peeviousdly outlined is aks0 redevant 1O most of
these other sopport activities.

47




Country agreement

Coasniry roport

ldew memomandum

Impact report

Project agreement

Project sapport memorandum

Project sspport preparstion

Sector sapport

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

An independest appraisal of the cooperation
betwoen SIDA and the recipient country, car-
ned out every four years,

A sudy of a project’s objectives and possible
socio-economic benelits, om whach SIDA Sases
s decision 1o suppor the prosect or not

A study of the chanpes produced by the project
usually az the development objective levele g
the impact of the project on the tarpet group,

A legal docusaent which spocifies the rights and
obligations of all parties isvolved in 1Be project

A sumssary Of the appeaisal of the project
feasibelany report and an evaluation of 1he cost
and feasibility of SIDA's participation in lers
of fmancial and administrative resousces e

SIDA's review of the final project description
and a detalled amalysis as 10 how the Swedish
support should be shapod

Support of the development of an ontire sector
or sub.sector such as primary edecation, rural
health or small-scale industry



(Please note that this check-list may be changed from time 1o time.
New chock-lists and more detailod instructions can be found in SIDA's
Development Coopentios Handbook )

The following questsons should be asked prior to waming the prop-
Mution

@ Has the project bees given priority (n the recspient country? What
Bhelhood s there that an officiad report will be forthcoming?
Whar alternative project proposals ase 1here?

©® Does the project pencrally fall in line with the goals for Swedish
development asastance and with the experience lrom Swedish aid
10 the country in question (soe the country agreement)?

@ Do the financial frames for development assistance 10 the country
in question allow for support 10 the project?

@ Does SIDA have the administrative capacity 10 prepate and carry
out the support required by the project is question?

® Is the project idea clearly identified Lo through pre-stwdies,
sO that ® is possible 10 define goals, target groups, rosounces re-
quired and the way ia which (he project should be ceganized and
carried ont?

The aim behind asking these guestions before starting 1he preparation
I B0¢ 10 cnssre positive answers but 10 reveal which answers are clearly
negative foe the project,

THE IDEA PREPARATION

The idea preparstion starts when #t 1 decided that information
should be gathered la coder 10 write the sdea memorandum. This is
done if the project bas been assesiod through the questions listed
above and has sot been rejected. The idea peeparation should not
Begin ualess there has been a proper pre-stady or unless the idea for
the peoject has been clearly stated and documentod m some 0t ber way

@ Hnve the problemss 10 be solved by the project been progery
avalyrod?




® Has a goals/means hierachy beem identified?

@ 1s it possible to peedict whether the poals of the project willl be met
or not? Have those indicators neaded 10 meavere this boen agread
gpon? Are there measurable production goals?

@ s it possible 1o make an analysis of interested partics?

@ Are tanget groups well defined? Who gains or loses from the pro-
Jear?

® What effects can the project have om the woman's sitwation?
How does it affect employment of threaten exnting employsent
possibilities and incomes? What are the social/cultural conse-
quences ! Can mcavescs be 1aken 10 create more fvourable effects?

® Which other altcrnatives could lead 10 the same goals being met at
a semilar or Jower com Y

® What measures (pervonnel, money, goods) should the project
wtilize?

@ To what extent is expertise available in Sweden?

® What s the country's capacity for receivimg developament
asistance ie administration, personnel, purchase, maintenance
etc? How should the project be organized? Does SIDA nead 10
fore a special project organization?

@ How much will the project cost? How mach will SIDA provide?
What is the balance between foecign and Jocal currency needed?
What are the investment costs compared 10 [he nenning costy?

@ Can the effectivencss of the project be roughly sssessed? (Are the
conts for meeting (e goal of the project seasonablc?)

® Whas will the long-term running and maintenance costs be? Can
the country’s coonomy manage these? How do these costs com-
pare with existing projects?

® What is the Bhelinood that Swedish support will be required for a
long period of time? What is a realistic time-frame for the total
Swedish input — $, 10, 20 years, or moee?

© What demands will the project make on the councry”s feel supply?
Are there local altersatives If kenporned fuel is rationed oe if the
supply of fud is interrupted in soe other way?

@ Are these envisonmental aspects 20 be considered?
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® Can a reasonable estimate be made of the success of the project?
Whar are 1he risks?

© Malke a plan for the continued preparation!

The idea peeparation stage should result in 22 idea ssemorandem.
This is presented 10 the Director General for decision. If this decision
Is positive & means, in practice, that the peoject sspport has beon
approved. The decision also means that the project support group can
be appointed whilst any special instruction or conditions which affect
the final decidon (0 contimue with the project support after the
prepasation stape, are stased.

THE PROJECT SUPPORT PREPARATION
@ Has the project support group boen appointed and summoned?

©® Have the serms of reference for the project feasidliny study been
worked oge?

. M(M.mo!nkmb«ndixumdlnmemkuwwon
group and been appeoved by the head of the appeopeiste sectoe
division, by the development cooperation office and by the
authorizies in the mcipiont country?

©® Have the comisitants for the project feasshility study been con-
tracted afier tendering procedures? Have measuses boen takea to
prevent amy conflicts of imterest between the conushiants and any
other parties involved in the peoject?

@ [sthere a plan & 1o how the Seasibility stady showsd be carried out?
What are the roles of the sector division, the development co-
operation office and the recipient country? Is it clearly stated when
and how 1h¢ consultant should report 00 xnd descuss resalts?

® Have the torms of reference been followed?

® Does the feawsbility study contain the following information?

— poal and project description

«= technical feasibility

= organizaticaal and adminmstrative feasibllicy

w Minancial foasibility

- cost-effectivencss or equinalent assessanents which peove the
economic viability of the project

— & tame schedule up 10 the date when the project is expected 10
sLart operation




@ Arcthe problems and project poaks described in the study the same
as those szated in the idea memorandum? Are amy differences
cheasly described and justified?

Has a personnel plan o¢ its oquivalent beem set up to include the
total regearcesents for the project? Has an ssscsiment been made
as 1o coonditions for the wtilization of foreiga persoane] —
preparatory Lraining requised, living conditions esl?

Has the noad for techeacal assoszance withan the country”s admin-
pLratson been assessed?

Have specifications boen worked out for comstruction actavities
and for the machine park necded? Has this taken into account ex-
perionce of kocal condstions such as wear and tear, mainicnance
possibilities, operator skills, feel supply eoc?

Docs the budget specify local costs and conts outside the country,
runsing costs vis 4 vis (mvestment costs and amy other costs
mecessary for the wudy?

Has the effectiveness been caloslated as cont-effectiveness or i
somne other way?

Has the project s peofitability been calkculated (for progects which
bring s an income)?

Mave the socio-cconomic aspects of the project been assessed
through a mathematical cakulatica or by a reasoned analysi?

Is there a time plan?

Can the recipient country bandle the progect during the imvestment
phase in the proper way (Including the Swedish support) and rus
the completed project peoperly dusing a roasonable project
Nfetime?

Is the Swodinh supporn separated imso different categories during
1he whole project period?

Duvide oo

— personnel of different categoros

— HOneY

— procurement of machines and other equspenent

® Docs SIDA have the capacity 10 coordinate the support? What is

-~
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lacking?



@ Can any other organizations be engaged 1o carry ot those activ
ithes for which aeither SIDA nor the recipient country hanve the
capacity?

® Are there factors which indicate that the whole of the suppost
should be delegated 1o another organization (Of Imatityion, con-
sultant cosspany ¢2¢)? Who then should the coatractual parties be
« SIDA and the consultant, the recipéent country and the consul-
tast, or all theee?

® Has a plan been made specifying when those resourcn for which
SIDA is resposmible should be made maalable?

@ Has 2 plan of operation been worked owm?

® Has a draft peoject agreoment been draws up in good Lume and in
consultation with the recguent cosatry and SEDA's lawyers?

The project support prepasation should sesult in a project support
memarandum 10 be used as a basis for SIDA or the Swedish govern.
ment to decide whether to carry out the sapport or not. The project
agreement is included im the memoraadam,

©® Which of the three implementation models is most suitable when
taking o conwideration the capacity of both SIDA and the recs-
piemt country 10 transfer resources and 1o mplement the project?

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

® Have conditions for ensuring the efficicacy of the feasibility wady
been lalfilled?

® Can the monitoring of the project be coordinased with the re-
cipbent country's own regulations for reporting and monitoring?

® | the nced for monitoeing specified in the plan of operation asd in
the project agreemsent? Have indicators for measuring goal
achiovement boen agreod apon? How shall 1he monstoring be
fmanced — withis o outside the budget for the project?

® Hasthe planned moaoring been commectod 1o the right level in the
stated poal/'means hierarchy?

® Are the channcls for reporting between the &fferent parties in.
volved clearly defined and regulated?




PROLONGATION AND EVALUATION
® Has a formal roguest for peolongazion been made?

© Has e prosect been evaluared?

@ Are the reasons for prolosgation assessed in the idea memoean-
Jdum or support peeparation memoranduem?

® Doesthe prolongation mean a comsiderable change in the disection
or scope of the support? (If so, the prolongation should go
through sew idea proparation and project support preparation
wLages)

The following questhoms abosdd be answered prior to the evaduation of
the project’s long-term effects:

® Has the need for am evaluation after the completion of the project
been discussed with 1he recipient country? Should this be done
Jointiy? Should this be pasd for by 1he project?

©® Has the evalaatson boen specaliod in the project agrecenent or plan
of operation?

® Have 1he terms of reference boen worked out and appeoved by
SIDA and the asthorities?

NB: Remember that although the idea memonndum and the pro-
ject support memorandum are similar i nature, the emphasis i
Elferent in the two documents. The idea memorandum amalyzes the
problem 10 be sobwed, B¢ poal for the peojesct, ity effectivencss,
any altornative and the conditions goverming 1he Swodish support.
The peoject support memorandum, however, emphasizes the form
the support should take sliboogh the arguments presented in the idea
memorandum should also be reflected in the project suppoet
memorandum as this peovides the basls for SIDA's fimal decksion
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