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INTRODUCTION                                                                                                           

1 MODULE ONE: The Concept of a Development Project 
1.1 What is a Project and Project management? 

 
PMI defines a project as “. . . a temporary endeavor undertaken to  
produce a unique product, service, or result” (PMBOK 2004, p. 5). 

 
A project is a sequence of unique, complex, and connected activities that have specific or one 
goal, purpose or objective and that must be completed by a specific time (defined start and end 
dates), within budget, consume human and non-human resources and according to specification. 
This definition tells you quite a bit about a project.  
 

 
 
According to PMI, Project management is defined as (emphasizes personal) 
 
“. . . application of knowledge, skills, tools and techniques to project activities to achieve project 
requirements. Project management is accomplished through the application and integration of the 
project management processes of initiating, planning, executing, monitoring and controlling, and 
closing” (PMBOK 2004, p. 8). 
 
What to manage: work scope, time, resources, costs, quality, communication, risk, contracts and 
procurements. 
 
1.2 Characteristics of a project 
While no two projects are identical, there are key characteristics that all projects possess. These 
characteristics must always be considered when making a decision within a project and also 
provide constraints to the delivery of the objectives. The main characteristics of a project are: 

 
 
 
 
 

Goal 

Time budget 

Time 

Purpose 

Temporary Budget 

Uniquene
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Let’s take a look at some of the major characteristics briefly: 
 
Uniqueness 
Each project has its own unique character; never happened exactly in the same way as before, 
and it will never happen again under the same conditions. Something is always different each 
time the activities of a project are repeated. In addition it aims to produce some deliverable(s) 
which can be a product, service, or some other result. Deliverables should address a problem or 
need analyzed before project start. 
 
Time/ Scheduling 
Projects have a specified completion date. This date can be self-imposed by management or 
externally specified by a client or government agency. The scheduling involved in a project 
shows what should happen when. There are usually parts that can’t occur until preceding parts 
are completed. The deadline is beyond the control of anyone working on the project. The project 
is considered over on the specified completion date whether or not the project work has been 
completed.  

 
Temporary.  
This key characteristic means that every project has a finite start and a finite end. The start is the 
time when the project is initiated and its concept is developed. The end is reached when all 
objectives of the project have been met (or unmet if it’s obvious that the project cannot be 
completed – then it’s terminated). 

Purpose 
Purposeful as it has a rational and measurable a set goal in mind which, when completed 

Cost/ Budget 
The budget or cost of the project sets out your expectation as to how much the project will cost.  
 
Key features of a project can be summarized as follows: 
 
 Involves capital investment (financial, human, material /equipment):  
 Is time-bound has specific starting and ending points  
 Is a specific activity with short life-span : 
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 Has specific objective(s) to be realized  
 Has clear set of activities and outputs  
 Is a planned undertaking aiming to bring about lasting benefits 
 Has defined actors and specific clientele (target group)   
 Lead to improvement that persist and spread beyond the project boundaries  
 Is an undertaking an observer can conceptually draw a boundary around it (temporally, 

spatially and socially bounded).  
 
1.3 Project and Programs 
A program is a portfolio comprised of multiple projects that are managed and coordinated as one 
unit with the objective of achieving (often intangible) outcomes and benefits for the 
organization. The following table shows the similarities and difference of project and 
programmes; 
 

Indicative 
variables Project Program 

Objective Outputs - tangible; relatively easy 
to describe, define and measure; 
tending towards objective. 

Outcomes – often intangible; difficult to quantify; 
benefits often based on changes to organizational 
culture and behaviors; introducing new capabilities 
into the organization; tending towards subjective. 

Scope Strictly limited; tightly defined; 
not likely to be subject to material 
change during the life of the 
project. 

Not tightly defined or bounded; likely to change 
during the life cycle of the program. 

Time Has a beginning and an end, 
Relatively short term; defined 
duration. 

Has a beginning, Relatively long term; ill-defined 
end. 

Risk profile Project risk is relatively easy to 
identify and manage.  

Program risk is more complex and potentially the 
impact on the organization if a risk materializes 
will be greater relative to project risk. 

Resources Can be reasonably estimated in 
advance 

Resources are constrained and limited; there is 
competition for resources between projects. 

 
1.4 Project and Plan 

“Failing to Plan is planning to fail.” 
 
Almost every study finds that project failures are caused primarily by poor project management, 
especially the failure to plan properly. Let us review what is project planning? 
 
Planning is a management function involving formulation of one or more detailed plans to 
achieve optimum balance of needs or demands with the available resources. The planning 
process (1) identifies the goals or objectives to be achieved, (2) formulates strategies to achieve 
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them, (3) arranges or creates the means required, and (4) implements, directs, and monitors all 
steps in their proper sequence. 
 
Planning is preparing a sequence of action steps to achieve some specific goals.Detail project 
planning involves the creation of a: 
 

▪ Project Plan  Outlining the activities, tasks, dependencies and timeframes 
▪ Resource Plan  Listing the labor, equipment and materials required 
▪ Financial Plan  Identifying the labor, equipment and materials costs 
▪ Quality Plan  Providing quality targets, assurance and control measures 
▪ Risk Plan  Highlighting potential risks and actions taken to mitigate them 
▪ Acceptance Plan Listing the criteria to be met to gain customer acceptance 
▪ Communications Plan Listing the information needed to inform stakeholders 
▪ Procurement Plan Identifying products to be sourced from external suppliers 

 
 

 
Figure 1Basics of plan? 

. 
1.5 Types of Project 
It is very difficult to give clear classification or types of project. Projects can differ based on 
geographical location, industrial sector, stages of project life cycle, product and deliverable of 
the project. Classification based on the deliverable is one of the most common means of defining 
a project. Table 1 presents a typical classification of the project types. 
 
Table 1 Examples of projects based on deliverables 

Project Type Deliverables 
Administrative installing a new accounting system 
Construction a building / dam/ weir/ road/ others 
Computer Software Development a new computer program 
Design of Plans architectural or engineering plans 
Equipment or System Installation a telephone system or IT system 
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Event or Relocation Meetings/ festivals 
Maintenance  Factories/ large constructed projects/ others 
New Product Development a new drug or aerospace/defense product 
Research knowledge 
Other ??? 
 
Review Questions 
 

1. Discuss the main characteristics of project? 
2. What are the main difference of a Project and Program? 
3. Some people think planning is waste of time and money, what do you think? 
4. Describe different type of projects you know in Ethiopia based on deliverables? 

 
. 
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2 MODULE TWO: Project Cycle 
2.1 Project cycle 
 
The idea of development projects as the time- bound creation of physical assets led, in turn, to 
the recognition of phases within the project process and the concept of a project cycle. Many 
versions of the project cycle have been produced all of them having the idea that projects go 
through a number of clearly defined sequence of stages in the process of their establishment.  
 
Table 2 Generic project cycles example 

Generic project cycle I Generic project cycle II Generic project cycle III 
Pre-Project  
(Estimating, Proposal, 
Feasibility). 

Concept (Pre-project or Proposal) 
Phase 

(Planning, Estimating, Risk Analysis) 
(Identify new opportunity, Assess and 
develop new opportunity, prepare project 
proposal, resource requirements, and 
budgets, and for contract projects: price,  
For contract projects: negotiate contract 
terms and conditions, Identify Objectives 
and Constraints, Identify Milestones, 
Perform Risk Evaluation) 

Project Identification  
(Generating and Screening of 
Project Ideas, 

Strategic Planning and 
Project Initiation. 

Inception (Initiation or Start-up) Phase 
(Award Contract, validate Objectives, 
constraints, Milestones, Risks, expand 
project Scope Specification, down to 
Work Packages and Tasks, Risk 
Mitigation Plan, WBS,  Prepare Schedule, 
Prepare Resource Plan, Prepare Budget, 
Establish Baseline.) 

Project Preparation 
(Pre-feasibility Study, Feasibility, 
Project appraisal, budgeting, 
award, contract) 

Implementation Planning. Production (Execution or 
Implementation) Phase 
(Contract Administration, Scope Control, 
Change Control, Time Capture, Cost 
Capture, Re-planning, Monitoring and 
Performance Evaluation, Progress 
Payments—Billing.) 

Project Implementation 
(preparation, scheduling, 
implementation, supervision, 
Monitoring and evaluation, 
payment) 

Implementation/Execution. Closeout (Termination) Phase Closure (commissioning & 
handover) 

 
Harvey A. Levine (2002) in his book, Practical Project management Tips, Tactics and Tools 
clearly states; 
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There is a tendency to look at the project life cycle as a standard cycle for all 
projects. But this is clearly wrong. Within each industry and application area, 
there is at least one project life cycle that is tailored to the nature of the work 
in that area. Recognizing and using the project life cycle structure is 
important to identifying and organizing the work associated with the project.  

 

 
 

Figure 2 Sample Figurative Project Management Cycle 

Whatever their differences, models of the project cycle consist of all or most of the following 
important stages: Project initiation, project planning, project execution and project closure cycle.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The Project cycle – WB/ADB 
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2.2 Project Identification 
 
Conceiving and Screening Project Ideas 
The first stage in the cycle is concept, to find potential projects and to explore alternatives. 
Projects, especially irrigation projects, can be identified or conceptualised via well-informed 
technical specialistsvia proposals, local community/leaders and/or in other ways,  

The project can be conceived on the basis of:  

 Needs or problem – poverty alleviation, food security or to make available to all people 
in an area certain minimum basic materials or services.  A need assessment survey 
establishes the urgency for the intervention;  

 Demand – domestic or overseas; 
 Resource availability – opportunity to make profitable use of available resources; 
 Technology – to make use of available technology; 
 Natural calamity – hedging against the adverse effects of natural events such as 

droughts, floods or climate change; and  
 Policy considerations – to become middle income country by 2020. 

The identification of projects requires creative and innovative skillsand project-buildingskills. It 
may involve techniques to generate ideas, for example, brain-storming. It may involve multi-
disciplinary or multi-agency forms of working. The development of the ideas may involve the 
beneficiaries, the project sponsor and potential funder.  

The most important questions to clarify at this stage are the:  

 What results do you want to achieve?   
 How will you achieve these results?   
 What assumptions are you making?   
 What are the alternatives?   
 How much will it cost;   
 Who will pay for it?  

The results of project identification will usually be a short document which provides a first brief 
description of the project. The type of information provided at this stage is usually general and 
descriptive. 

At this stage it is not necessary to develop a full specification for the project. What is needed is 
sufficient information to judge whether the project addresses the identified needs or problem and 
whether it is likely to be practicable and affordable.  



 Small Scale and Micro Irrigation Support Project 
 Project Management Training Resource 

11 
 

Preliminary assessment of project viability requires analytical and presentational skills. 
Persuading other people and organizations that you have a good project idea and then convincing 
investors or development partners to support the idea requires negotiation skills.  

In order to provide the data and information necessary for developing a project idea into a 
proposal, an opportunity study should analyze the following:  

a) Local Material and Resources: 
 Natural Resource- the project idea should be viewed in relation to an                           

already existing natural resource potential. (Water and suitable land are for 
irrigation) 

 Status of relevant sectors- the structure of institutional set-up of                                   
pertinent sectors should be assessed in terms of their impact on the                           
identified opportunity. 

            b) Demand:-  

 For consumer goods that have growth potential because of increasing                                 
population or purchasing power (for possibility of import substitution or export market). 

           c) Possibilities for linkages (backward and forward), diversification and expansion.  
           d) The general investment climate including the relevant sector policy.  
           e) Availability and cost of production factors. 
 
Screening a project is the part of identification. Following points, among others, can be used as 
screening criteria: 
 

 Sustainability (continuity of project) 
 Productivity (accruing benefits from opportunity) 
 Equitability (accessibility of opportunity regardless of gender, socio economic 

status, religious background, geographical distribution etc. 
 Cost (affordability to install and maintain) 
 Technical feasibility  
 Social cultural acceptability  
 Time to benefit  
 Environmentally sound 

 
Once the project idea has been generated passing through process suggested above, it will not 
directly go to implementation stage. Rather, the identification of the project idea is followed by 
pre-feasibility and feasibility stages. 
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2.3 Project Preparation (Formulation) 
2.3.1 PIDM 
 
Irrigation Project formulation or preparation can be done in different approach. One of the 
approach out of many approach is Participatory Irrigation Development and Management 
(PIDM) approach, which is sub-divided into four phases: 
 

 Assessment Phase 
 Preparatory Phase 
 Implementation Phase 
 Operation and Maintenance Phase 

 
Main steps of PIDM is indicated in the following flow diagram. PIDM is a structured approach 
combining proven techniques of project cycle management. It has been developed to address key 
gaps identified in the Capacity Building Strategy for Small Scale Irrigation Development (MoA, 
2011). 
 
The PIDM approach can be used as a tool for managing the project management cycle for a 
small scale irrigation project. Following attributes characterize the PIDM approach: 
 

 Consistency for use of project planning matrix to cover the entire cycle; 
 Logical analysis of situations at each stage of the development in terms of cause and 

effects and means and exit from the project cycle; and 
 Participatory approach is ensured at each step where stakeholders are required to 

participate. 
 
The aim of PIDM is to improve the management of SSI project by ensuring that all relevant 
issues and conditions are taken into account during design and implementation. In application, 
each step of PIDM consists of a set of design and management concepts, techniques and tasks 
that is used to support informed decision-making at all stages of the life-cycle of a SSI project. 
The PIDM approach is discussed in detail in the PIDM manual prepared by SMIS. 
 
For the sake of this training we will discuss the conventional approach which focus on two stage 
levels approach; pre-feasibility and feasibility. 
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2.3.2 Pre-feasibility Study 
Project ideas are developed in to pre-feasibility studies for the purpose of screening and priority 
fixation. 
 
In the case of irrigation projects it is often sensible to determine the likely technical, financial, 
economic, environmental and institutional feasibility through a preliminary assessment. This is 
usually called a 'pre-feasibility study'. The assessment of viability at this stage includes only 
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analysis of technical, cost and benefits of all alternatives without going into the details of the 
technical, financing and organization. 
 
A pre-feasibility study should be viewed as an intermediate stage between a project opportunity 
study and a detailed feasibility study. The difference lies in the degree of detail of the 
information obtained and the intensity with which project alternatives are discussed. The 
structure and contents of a pre-feasibility study are the same as that of a detailed feasibility 
study. 
 
If the identification/opportunity study is well-prepared and comprehensive enough, the pre-
feasibility stage could be by-passed or merged. Hence, it is not always necessary to undertake 
the pre-feasibility study. Rather, the feasibility study could be conducted instead.  

 
2.3.3 Feasibility Study 
Feasibility study is the final document in the formulation (preparation) of a project proposal. 
Therefore, it should provide all information necessary for an investment decision. 
 
Feasibility study should contain the commercial, technical, financial, economic and 
environmental analyses which are all essential for the evaluation of the project. Although these 
parts are covered in the pre-feasibility study, they have to be critically examined and clearly 
defined at this stage.  
 
a) Market (Commercial) Analysis 
Small Scale irrigation projects in Ethiopia are dominantly for crop production; for market and 
consummation. When it is for market, then analysis of demand for the product proposed should 
be undertaken. Market analysis requires a description of the product, its major uses, scope of the 
market, and possible competition from substitutes and other producers, special features of the 
product with regard to quality and price that would result in consumer preference and 
opportunity cost of the geographical location. 
 
The market analysis should address the following questions: 
 
    --- Is the product for domestic or export consumption? 
    --- Is the market large enough to absorb the new product without affecting the price? 
     -- What share of the market will the proposed product have? 
     -- What marketing strategies and distribution channels are required? 
 
The objective of understanding market analysis is to assess whether there exists an unsatisfied 
demand for the product and to determine the share that can be captured by the project through 
appropriate market strategies. 
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b) Technical Analysis 
It is extremely important and the project framework must be defined clearly enough to permit the 
technical analysis to be thorough and precise. In SSI project, the technical analysis of a project 
concerns the type of technology, its capacity, degree of integration (flexibility)in realization of 
the project, as well as the inputs and infrastructure facilities envisaged to the project.   
 
c) Financial Analysis   
It is concerned with assessing the feasibility of a new proposal for investment on the basis of 
financial requirements and their availability. The project’s direct benefits and cost are estimated 
at the prevailing market price to appraise the viability of the project as well as to rank projects on 
the basis of profitability. As a rule, available alternatives should already have been reviewed and 
pre-selected at the pre-feasibility stage. However, determine a detail cost and revenue for a 
limited number of alternatives at the feasibility study. Financial analysis also deals with the 
identification of sources of funds required for implementation of the project. 
 
For the purpose of determining the financial viability of the project, estimates of cost of the 
project, profitability, cash flow and projected balance sheets have to be prepared. 
In undertaking the financial analysis, consider the following; 
 
       -- Analysis to the structure and significance of cost and income projection. 
       -- Determine and appraisal of financial net benefits accrued annually as well as over the total 
planning horizon. 
      -- Adequacy of financial structure, considering the conditions under which fund would be 
available and the optimization of project financing from the point view of the enterprise and of 
investors.  
 
As noted above, a feasibility study is a tool for providing  governments, potential investors, 
promoters and financers with the information required to decide whether to undertake an 
investment , and whether and how to finance such a project.   
 
The main objective of financial analysis is to determine whether an investment proposal 
described and analysed under certain assumption will render a return acceptable to the investor. 
Hence, it is a crucial part of the project appraisal.  
 
e) Economic Analysis 
Financial analysis aims at appraising the financial and commercial feasibility of a project from 
the view point of an entrepreneur, investor or financer. On the other hand, economic evaluation 
deals with the economic contribution and impact of a project at the macro or national level. 
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The economic evaluation of a project uses the same financial statements and schedules as a 
financial analysis. However, market prices and costs will have to be adjusted to eliminate 
distortion resulting from social factors and government measures.  
For this reasons, financial appraisal covers only private cost and benefits, while economic 
analysis takes in to account social cost and benefits. 
 
Net private benefit and net social benefits are usually different due to the existence of market 
imperfections, externalities and income distribution. In such circumstance, social cost analysis 
must depend up on shadow prices (instead of market price) to measure the net benefit to the 
society. 
Though no uniform approach or structure can be adopted for all types of projects (difference in 
nature, scale and complexity of production), the feasibility study should be structured to be 
comparable to pre-feasibility studies for similar projects.  
 
f) Social and Gender Analysis (more precisely social and environmental analysis) 
The process of development isinherently social, dealing as it does with the improvement of 
social conditions and working through social structures to achieve these objectives. It is, 
therefore crucial to integrate comprehensive social and gender assessment in to the project 
formulation process. The precise role of social and gender assessment can be defined as ensuring 
that people, their capacities, values (culture, religion) and needs are put at the center of the 
development process. 
 
Project formulators who have designed projects by applying expert knowledge without 
stakeholder consultation have often failed to achieve positive results. If social assessment is 
primary concerned with ensuring that projects, and consequently the development process, are 
‘people-centered’ then the following points must be taken in to account in any project 
formulation exercises. These are; 
 

o Identifying of stakeholders and target groups. 
o Gender responsive Participation issues. 
o Social Impact Assessment (SIA). 
o Assessing of mitigation measures, strategies, and cost of (SIA). 

 
In general the social feasibility analysis of projects focus on: 
 

o The way, and the extent, that the project will affect the community. 
o The possible harmful effects of the project on the environment or on health (as well as 

proposal for compensation). 
o The ecological consequence of the project (as well as ways, means, and cost to avoid or 

remedy them). 
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g)Institutional Analysis 
Institutional assessment covers both the institution and the environment in which it operates. It is 
concerned with two major concepts, namely, project management and organization. The basic 
point of conducting institutional analysis of a project is to establish a suitable organizational 
structure for the purpose that adequately manages the proposed task. 
 
Many projects which have appeared sound from technical, economic and financial viewpoints 
have been partly or fully frustrated by institutional constraints. This applies equally to non-
revenue, mixed revenue and revenue projects. This section therefore, focuses on: 
 

o Institutional setting and legal framework. 
o Organizational capacity assessment. 
o Capacity building strategies. 

 
h)  Cross cutting issues in Project Management 
Among the shortcomings in some development projects is that issues of gender, poverty, 
environment and vulnerable groups are often included solely as an afterthought or as separate 
and mutually exclusive categories. If such issues are addressed at project conception, they can 
more easily be incorporated in the design, implementation and evaluation. Cross Cutting issues 
should do not be overlooked especially in irrigation projects. Experience suggests that irrigation 
projects that do not take in to account cross cutting issues are deemed to failure or poor 
performance.     However, all cross cutting issues are too wide to consider, in this module a few 
issues are described.  
 
Gender mainstreaming is a major issue often overlooked. Technically, gender is not synonymous 
with women. It encompasses the learned behavioral differences between men and women in a 
given community or household, and the roles which are expressed according to sex in women's 
and men's actions, tasks, and responsibilities. Dealing with gender issues does not mean simply 
providing a loan or management training to a women's cooperative, but rather understanding and 
working with the social construction of gender and the assignment of specific roles, 
responsibilities, and expectations to women and men. 
 
It means working together with both men and women, first to understand, then to reflect on 
traditional stereotypes, and even taboos. Achieving gender equity is a delicate process, which can 
easily backfire. It is a process that requires skill, sensitivity, and patience. 
 
Irrigation projects that do not take into consideration the differing needs of different social 
groups, for example, men and women and their social, economic, cultural, linguistic realities 
during all their phases run the risk of being ineffective, inefficient and unsustainable. Generic 
project cycle must be adapted to suit local contexts. It also addresses the gender aspects and 
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other social contexts that need to be considered at each phase of the project cycle. It is important 
for the project to be clear on its objectives in relation to gender, vulnerable groups and equity 
issues. 
 
Projects that do not adequately consider and address cross-cutting issues are often rejected 
during the appraisal process. A checklist of issues that need to be considered during the 
feasibility study are annexed. 
 
2.4 Project Appraisal 

Project appraisal phase of the project cycle is rigorously assessing the proposed project. When 
feasibility study is completed the various parties involved in the project will carry out their own 
appraisal of the investment project in accordance with individual objectives and evaluation of 
their expected risk, cost and gains. That is the reason the project appraisal is an independent 
stage of the pre –investment phase, marked by the final investment and financing decisions taken 
by the project promoters. 

The project is appraised by the potential funder. The role of the proposer is to provide sufficient 
and necessary information which may be required by the funder during the appraisal process to 
make an informed decision. The funder may use consultants or an independent body to support 
the appraisal process if specialist to advice is required.  

The scale of the appraisal will vary depending on the scale of the proposed project and its 
complexity. 

For small projects the appraisal will probably be a simple process of checking that the project 
meets the funder's objectives, is logical, and will produce the results expected, e.g. Small 
maintenance SSID project, HHMI, etc.   

For larger projects the appraisal will mean a wide-ranging review of the technical, financial, 
economic, social, environmental and institutional factors of a project. The findings may be 
presented in an 'appraisal report' or 'project concept report'. Which aspects are reviewed in detail 
will depend on the content of the project.  

The basic questions in any appraisal are:  

 Will the project work?  
 Will it contribute to achieving policy objectives? 
  Is it cost-effective and have alternatives been considered?  
 Will it spend the funds efficiently? Will the project/recipient be able to pay back the 

investment/loan? 
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2.5 Appraisal Criteria 

As discussed above, the appraisal criteria may vary depending upon the policy of the investor or 
development partner, government organizations, type and scale of the project and the level of 
detailed studies conducted for the project. Key common concepts identified by appraiser 
practitioners to improve the quality of judgment and decision- making at all stages of the project 
cycle are:  

 Relevance: is the project relevant to the problem it is designed to address for the 
beneficiaries?  

 Feasibility: can the project be realized in practice from social economic, 
technical, environmental political and institutional factors point of view?  

 Sustainability: to what degree will the assets (physical structures institutional 
systems) created by the project continue to produce benefits after project funding 
is completed?   

A wide variety of appraisal criteria (or evaluation methods) have been suggested to judge the 
capital project to accept or to reject. The feasibility study is expected to produce the stream of 
costs and benefits for a project in the form of cash flows (or accounting figures), that outlines the 
issue of project worthwhileness. The most important and popular of these techniques can be 
classified into two broad categories as follows: 

1. Discounting Criteria: - a) Net Present Value (NPV).  
                                         b) Benefit-Cost Ratio (BCR).  
                                         c) Internal Rate of Return (IRR) 
  2. Non-Discounting Criteria:- a) Urgency.                                                  
                                                  b) Pay back criteria.  

                                                 c) Accounting Rate of Return.    
 
Discounting Criteria 
 
2.5.1.1 NET PRESENT VALUE (NPV) 

The net present value of a project is equal to the sum of the present value of all the cash flow (i.e. 
benefit-cost) associated with it. Symbolically, 

              NPV= CF0/ (1+k)0 +CF1/(1+k)1 +… +CFn/(1+k)n = Σn
t=0 CFt/(1+k)t 

        When, NPV= net present value. 
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CFt= cash flow occurring at the end of year t (t=0, …,  n). A cash inflow has a 

positive sign, whereas a cash outflow has a negative sign. 

                     n= life of the project. 

                    k= cost of capital (i.e. interest/ discount rate). 

The decision rule associated with the NPV is: Accept the project if NPV > 0 and reject if it NPV 
< 0 and if the NPV = 0, it is a matter of indifference. 

2.5.1.2 BENEFIT- COST RATIO (BCR) 

There are two ways of defining the benefit- cost ratio. The first definition relates the present 
value of benefits to the initial investment. 

                   BCR= PVB/I 
           Where, BCR= benefit- cost ratio. 
                        PVB= present value of benefits. 
                          I= initial investment. 
The second measure, a net measure, relates net present value to initial investment. 
NBCR= NPV/ I = PVB –I/ I =(PVB/I) – I 
Where, NBCR = net benefit- cost ratio. 
                          NPV = net present value. 
                          PVB = present value of benefits. 
                               I = initial investment. 

The two benefit-cost ratio measures give the same signals because the difference between them 
is simply unity. The following decision rules are associated with them. 

When BCR  When NBCR Decision Rule is  
> 1 > 0 Accept the project 

                  = 1       = 0 Indifferent 
< 1 < 0 Reject 

 
2.5.1.3 INTERNAL RATE OF RETURN  

The internal rate of return (IRR) is the discount rate which makes its net present value to zero. It 
is discount rate in the equation;  

              0 = CF0/ (1+r)0 +CF1/(1+r)1 +… +CFn /(1+r)n = Σn
t=0 CFt /(1+r)t 
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Where,   CFt = cash flow occurring at the end of year t 

                          r = discount rate (internal rate of return). 

                          N = life of the project. 

There are two possible economic interpretation of IRR: (1) The IRR represents the rate of return 
on the unrecovered investment balance in the project. (2) The IRR is the rate of return earned on 
the initial investment made in the project. 

The NPV vary with the rate of discount. The use of NPV criterion is an appropriate means of 
choosing between project alternatives. Example of comparison of NPV, BCR and IRR (000) birr. 

Alternatives  PV Benefits PV Costs NPV at 5% BCR IRR 
A 1000 900 100 1.111 7.1% 
B 2000 1850 150 1.081 6.4% 

The NPV measure appears to reach different conclusion to that of BCR and IRR. Basically, we 
are concerned with maximizing absolute additional benefits to the economy, and not with 
maximizing percentage returns. This will be done by choosing the alternative with the large NPV 
at a given discount rate, so that the NPV criterion is superior to both BCR and IRR for choosing 
project alternatives. However, ranking projects according to the magnitude of NPV would be 
misleading, as NPV provides no direct information about the capital requirements of project (i.e. 
to rank projects in order of priority when capital is limited). 

Non-Discounting Criteria 
 
2.5.1.4 URGENCY 

According to this criterion projects that are deemed to be more urgent get priority over projects 
that are regarded as less urgent. The problem with this criterion is: How can the degree of 
urgency be determined? In certain situations, it may not be difficult to identify really urgent 
investments. 

In many situations, however, it is difficult to determine the relative degree of urgency because of 
the lack of an objective basis. In exceptional cases, where genuine urgency exists, it may be used 
provided investment outlays are not large. 

2.5.1.5 PAYBACK PERIOD 

The payback period is the length of time required to recover the initial cash outlay on the project. 
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According to the payback criterion, the shorter the payback period, the more desirable the project 
is. A firm using this criterion may specify the maximum acceptable payback period.  

A major shortcoming of the conventional payback period is that it does not take into account the 
time value of money. To overcome this limitation, the discounted payback period method has 
been suggested. 

Despite its serious shortcomings the payback period is widely used in appraising investment. 
Why? It appears that the payback measures serves as a proxy for certain types of information 
which are useful in investment decision making. 

2.5.1.6 ACCOUNTING RATE OF RETURN 

The accounting rate of return, also referred to as the average rate of return or the turn on 
investment, is a measure of profitability which relates income to investment, both measured in 
accounting terms. Since income and investment can be measured variously, there can be a very 
large number of measures for accounting rate of return. 

Obviously, the higher the accounting rate of return, the better the project.  The quality of a 
project proposal will usually determine its chances of being funded.  Carrying-out the correct 
scope and detail of preparatory work to support your proposal is of key importance. Establishing 
and maintaining a dialogue with your potential project funder during the preparation stage will 
help to ensure that all relevant aspects are covered and unnecessary work in avoided.   

Final negotiations between the proposer and the funder(s) take place for financing, and formal 
decisions are made about the project and how it will be carried-out (implemented). For grant 
funded projects, agreements are made on the project budget and, if necessary, the details of 
project timetable, team members, etc. are finalized in this stage. 

All the above activities are categorized in pre-investment phase. 
 

2.6 Implementation Stage 
Project implementation refers to the execution of all tasks that are necessary to make the project 
operational. The duration of the implementation phase stretches from the decision to invest in a 
project to the commencement of operation. The responsibility for implementing the project is 
usually entrusted with an implementation team. 
 
2.6.1 Pre-requisites for Successful Project Implementation 
 

a. Adequate Formulation  
b. Sound Project Implementation 
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c. Proper Implementation Plan 
d. Timely Availability of Funds 
e. Judicious Equipment Tendering and Procurement 
f. Effective Contract Management 
g. Effective Monitoring. 

The project is carried-out ('implemented') according to the contract or other agreement made. 
The government agency or sponsor(or borrower) is responsible for the project's successful 
implementation. It is managed by the project team assigned by the sponsor.  

2.6.2 Stages of Project Implementation 

Stages of project implementation in a government-sponsored social project that does not aim at 
making commercial profit may be different from those of an industrial project. Furthermore, 
there are few stages that occur one after the other, but some of them are simultaneous. 

The most important and common stages of project implementation are the following. 

1. Constituting the implementation team 
2. Obtaining license and fulfilling legal requirements 
3. Financial planning 
4. Organization and management of the project 
5. Acquiring technology 
6. Engineering and contracting 
7. Resettlement plan of land acquisition if required 
8. Construction and installation 
9. Supply of materials and services 
10. Pre-production testing and marketing 
11. Plant or system commissioning 

Projects are usually managed as a series of separate, but interrelated tasks and activities. The 
tasks and activities are carried-out in a sequence and a time frame developed during the 
preparation of the project. All projects are subject to change and their success depends firstly on 
how well they have been prepared and secondly on how well changes are managed. Accordingly 
completed tasks/ activities have to be tested or commissioned separately and lastly the whole 
project. This is the critical mile stone for the client especially for farmers in irrigation projects. 

2.6.3 Introduction to Project Management Software (Project Libre) 
 
Project Libre(Ref: ----) is an open source project management software that allows to plan and 
manage projects efficiently. The user manual is included in the training resource material. 
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2.6.4 Work Breakdown Structure 
Work breakdown structure (WBS) is the hierarchy or group of works/tasks together in a project 
represented by series of numbers, letters or combination of both. 
 
The goal of the WBS process is to describe the project in much smaller pieces, or work 
packages. A project WBS is a structured hierarchy, with work SCOPE PROCESS packages at 
lower levels representing smaller portions of the overall project. The lowest-level work packages 
are often called “tasks” or “activities,” but terminology varies widely. 
 
A WBS is typically developed by breaking the overall project deliverable into major subsets of 
work, and then continuing the process of decomposition down through multiple levels. Identify 
work through brainstorming and using lists of activities from earlier projects, as well as any 
relevant WBS templates. 
 
When a WBS is organized in a tree structure, test each lower level for aggregation; ensure that 
each resulting decomposition is equivalent to the work package it branches from. Work 
breakdowns are most easily understood and used when leaders break the work packages into 
fewer (max seven) parts. A simple WBS is illustrated below in example. WBS branches often 
vary widely in levels and complexity. 
 

No WBS 
1 Foundation excavation 
1.1      Clearing the head work area at a depth 10cm 
1.2      Foundation excavation 
1.2.1 Normal soil excavation 

1.2.1.1                 Normal soil excavation not less than 1.0m 
1.2.1.2                 Normal soil excavation not Up to 2.0m 
1.2.1.3                 Normal soil excavation not beyond 2.0m 
1.2.2 Soft rock excavation 

1.2.4 Hard rock excavation 

  
 
2.6.5 Implementing Scheduling 

Implementation Scheduling an accurate project scheduling through a systematic analysis of 
various activities of the project can avoid losses arising due to inadequate quantity of inputs like 
raw materials and power when the plant is ready, or the plant is not ready when the inputs 
arrives.  

Implementation schedule, that shows the duration of each activities in the implementation stage, 
will aid in 
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1. Anticipating problems likely to arise during the operation phase and suggesting 
possible means for coping with them. 

2. Establishing the phasing of investment taking the availability of finances into account. 

In order to analyze and schedule the tasks in the implementation stage, different methods are 
used. However, the simplest and the most popular method is Gantt Chart Method. The value of 
the Gantt chart stems from its ability to show clearly and quickly the relationship among 
several variables. The chart can be used to measure the progress of the tasks. The planned targets 
as well as the progress against the plan are plotted in relation to time. The chart is put away after 
the project is commissioned. Time is suitably divided into hours, days, months, etc. The time 
required should be clearly shown against each activity. A typical Gantt chart is shown below.       
 

 
 
2.6.6 Implementing Budget 

 
As for the operations of the project, a budget is necessary for the implementation stage of the 
project. A budget that shows the total cost to be incurred for making the project operational is 
referred to as an implementation budget. Like implementation planning, implementation 
budgeting is also a part of the feasibility study. The cost for each activity in the implementation 
has to be estimated separately.  

 
2.7 Project Monitoring and Evaluation 
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Participatory methods provide active involvement in decision-making for those with a stake in a 
project, program, or strategy and generate a sense of ownership in the M&E results and 
recommendations. 
 
Learning about local conditions and local people’s perspectives and priorities to design more 
responsive and sustainable interventions. 
 

■ Identifying problems and trouble-shooting problems during implementation. 
■ Evaluating a project, program, or policy. 
■ Providing knowledge and skills to empower poor people. 

 
 In addition participatory monitoring and evaluation helps to: 

■ Examine relevant issues by involving key players in the design process. 
■ Establish partnerships and local ownership of projects. 
■ Enhance local learning, management capacity, and skills. 
■ Provide timely, reliable information for management decision-making. 

 
2.7.1 Participatory Project Monitoring 
Monitoring is part of implementation. It involves collection of activity progress information, 
analyzing it and feeding it back into the implementation process. It is therefore a management 
tool useful at all levels of the project’s organizational hierarchy 
 
Why Monitoring and Evaluation? 
 

 To improve implementation 
 To identify problems early before they become crisis. 
 To assess new components. 
 To track progress towards achieving objectives 
 To derive lessons from experience 
 To test conservation and development hypotheses 
 To measure impacts 
 
GETTING INFORMATION FOR MONITORING 
 
a. Use of  simple report format: formats are useful in making progress reports. A very 

simple format will have-project title and activity, reporting period, on time, behind time 
or ahead of time (in terms of implementation status). 

b. Narrative reports: these are report used in project activity. Reports could be on weekly, 
fortnightly, monthly, quarterly, half-yearly or annually. 
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c. Meetings: meeting of stakeholders could be daily, weekly, fortnightly, monthly etc 
d. Other monitoring tools 

 Daily activity records 
 Construction  records 

e. Visits to projects 
f. participatory Appraisal tools 
g.  Surveys 

Based on the information available:- 
 

 Change the duration of individual project activities 
 Change described structure of project schedule 
 Change entire nature of the project especially if matters are extremely serious-project 

likely to be total failure. 
 Change the objective function of the project-if project is valid for something else 

other than what was originally intended. 
 
Control point Identification charts 
A helpful technique for controlling a project is to invest some time to think through what is 
likely to go wrong in each of the three project parameters. Then identify when and how you will 
know that something is amiss and what you will do to correct the problem if it occurs. This will 
help minimize the times you will be caught by surprise as well as save time in responding to the 
problem. A control point identification chart is an easy way to summarize this information: 
 
Example control point Identification Charts 
Control element What is likely to go 

wrong? 
How and when will I 
know? 

What will I do about it? 

Quality  Workman ship of 
mason might be less 
than desired. 

Upon personal 
inspection of each 
stage of project 

Have sub-standard 
work redone. 

Cost Cost of any subunit of 
project may exceed 
budget. 

When purchase 
agreements are made 

First, seek alternative 
suppliers, then, consider 
alternative materials 

Timeliness Time to complete any 
subunit of project may 
exceed schedule. 

By closely monitoring 
actual progress 
against schedule along 
critical path. 

Look for ways to 
improve efficiency, 
attempt to capture time 
from later steps, 
authorize overtime if 
budget permits 

Project Control chart: Budget 
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Project 
steps 

Cost Schedule 

 Budget Actual variance Total planned Actual Variance Total 
         
 
2.8 Participatory Project Evaluation 
Evaluation can be defined as a systematic and periodical gathering, analyzing and interpreting of 
inputs, information to see the effects and impacts of a development program/project in order it 
may be adjusted where necessary. 
 
Once a project has been carried out, it is often useful to look back over what took place, to 
compare actual progress with the plans, and to judge whether the decisions and actions taken 
were reasonable and useful. This we call evaluation. 
 
This kind of analysis can help not only in the management of the project after the initial 
construction phase, but will also help in the planning of future project. Experience with one 
project can give rise to new ideas for extension of the project. Generally evaluation of a project 
helps to determine whether the objectives sets were realistic, given the capacities with which and 
the circumstances in which they had to be fulfilled , to assess the impact of the project activities. 
The most important variables to be considered in evaluation have been discussed as follow: 
 
Relevance : the appropriateness of project objectives to the problems that it was sup-posed to 
address, and to the physical and policy environment within it operated, and including an 
assessment of the quality of project preparation and design-i.e. the logic and completeness of the 
project planning process, and the internal logic and coherence of the project design. 
 
Efficiency: the fact that the results have been achieved at reasonable cost, i.e. how well inputs/ 
means have been converted into results, in terms of quality, quantity and time, and the quality of 
the results achieved. This generally requires comparing alternative approaches to achieving the 
same outputs, to see whether the most efficient process has been adopted. 
Effectiveness:   An assessment of the contribution made by results to achievement of the project 
purpose, and how assumptions have affected project achievements. 
 
Impact: The effect of the project   on its wider environment, and its contribution to the wider 
sectoral objectives summarized in the project’s overall objectives and on the achievement of the 
overarching policy objectives of the country. 
 
Sustainability : An assessment of the likelihood of  benefits produced by the project to continue 
to flow after external funding has ended, and with particular reference to factors of ownership by 
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beneficiaries, policy support, economic and financial factors, socio-cultural aspects, equality, 
appropriate technology, environmental aspects, and institutional  and management capacity. 

 
2.9 Monitoring versus Evaluation 
 
Monitoring and evaluation are information- intensive and indispensable systems if an 
organization sponsors many projects, the monitoring and evaluation systems should be 
complementary to each individual project’s more.  
 
Similarities between Monitoring and evaluation  
First, both involve the observation of certain indicators of success. Samples of common 
indicators are cost, quality and schedule, through observation means systematically collection 
data using various methods of observation. The methods may involve technical or scientific tools 
and auditing techniques at specific times. The data from these observations can be a combination 
of quantitative and qualitative information. Data can be descriptive, for example statistics that 
describe the total output completed at certain points during the project lifespan. The data can be 
analytical, gathered to test hypotheses, for example the correction among certain variables, such 
as cost and constriction output may be calculated at specific times and compared to the 
forecasted or planned correlations.  
 
Second, both monitoring and evaluation systems are used to make rational management 
decisions that is, decisions based on verifiable facts and evidence. Decisions can include 
changing the scope of the project, re-allocation resource, or even terminating the project of 
course it is possible to make these decisions based entirely on intuition, casual observation, or 
visceral fallings. They often are made this way. But “harder data” from monitoring and 
evaluation studies are needed if stakeholders require a more systematic method for making 
important decisions.  
 
Differences between Monitoring and Evaluation  
The first important difference between these two concepts is their timing. In program evaluation 
terms, monitoring is synonymous with formative evaluation which takes place throughout the 
project. Evaluation on the other hand is synonymous with summative evaluation, which takes 
place at the end or after the project is completed.  
 
Information obtained from monitoring the project can be used to make mid-course changes to 
ensure that the project stays on track. On the other hand, information from evaluation the project 
outcomes (strictly speaking) cannot be used to change anything since the project is close to 
completion. Evaluation yields information relevant to whether the project was successful and 
effective. If it was not, it would be too late to do much to change the project. Nevertheless, 
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evaluation information can still be valuable for planning future projects. The information 
collection often provides lessons about how to avoid pitfalls  
 
The second difference between monitoring and evaluation is in terms of their relationship with 
project inputs (resources) and outputs (deliverable) in assessing the probability of success one of 
the most important questions for project managers is this. Are the project inputs (such as 
financial investments, equipment, equipment, materials, human resources) efficiently 
transformed into the outputs (the products or services) expected from the project? 
 
Monitoring allows you to get a sense of whether there are sufficient inputs to complete the 
outputs. Are the project plan that specified the quantity and quality of inputs and putouts 
realistic? Well the project – in reality –come in on time, on budget and according to the technical 
or quality specifications?  
 
Project planners assume that if inputs are sufficient to produce the desired outputs, then the 
outputs will yield the desired results or changes, While evaluation focus on effectiveness and 
efficiency 
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MODULE THREE: Project Management (Day 3) 
(Focused on small and medium irrigation project development and construction)   
 
The content of Module Three is based on international experiences and generally accepted norms 
from various organizations. Since policies and regulations in various countries including 
Ethiopia differ, the purpose of presenting the information is to generate discussion and identify 
best practices that are applicable in small scale irrigation development sub-sector. Also, a 
guideline for contract administration is to be developed under AGP, therefore the content should 
be taken as a guide only and evaluated with the prevailing norms and regulations in the target 
regions. 

3 Purpose and Aim of Management Activity 

The aim of the management activity, also often called contract administration or contract 
management, during the implementation phase to achieve the following: 
 
a) Ensure that works are carried out to the highest quality and standards according to the 

technical specifications; 
b) Monitor, supervise and manage the implementation of the works to guarantee the application 

of contract conditions; 
c) Monitor the required and agreed upon schedule of implementation, submittals, payment and 

cash flow; 
d) Complete the works within the stipulated timeframe and as per quality specified in the 

technical specifications; and 
e) Complete the works within the allocated budget. 

 
3.1 Introduction to Pre-construction tasks 
Pre-construction tasks are tasks to be performed before construction, starting from tender 
preparation, technical specification, tendering (bidding), receiving offers, and evaluation of bid, 
award and commencement of works.  
 
3.1.1 Technical specifications 
 
Technical specifications are developed during the detail design phase and are specified in the bill 
of quantity for the preparation of cost estimates. Experience suggests that designers/engineers 
often optimize the level of detailed surveys and investigation generally due to cost considerations 
during the design phase. This can lead to delays during construction when different conditions 
are found that were not considered during the design phase. Following suggestions are made to 
minimize the disruption during the construction phase: 
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a) Cross-check technical specifications by an independent engineer who was not involved in 
the design phase; 

b) Keep record of technical specification variations that are observed in similar projects and 
conditions. In the event of different conditions found during the construction phase, such 
records could provide rapid solution and cost estimates; 

c) Make provision in the contract for site specific and/or works specific detailed surveys and 
investigation to be undertaken by the contractor during the construction phase; and 

d) Make provision in the contract for the preparation of working drawings by the contractor 
based on his own survey and investigations. 
 

3.1.2 Invitation for Bidding 
 

 Invitation to bid (tender quotation) shall be advertised in at least one newspaper of 
national circulation for three days or three newspapers for one day as per organization 
norms; 

 Notification (Invitation) shall be given in sufficient time to enable bidders to obtain 
bidding documents, prepare and submit their offers. 

 For large  and  specialized works or services, pre-qualification is necessary to make 
short list of those who has experience in similar projects, and have competence with 
respect to the personnel, equipment and  financial capabilities; 

 Adequate number of Bidding Documents with Technical Specifications shall be ready 
and provided to all bidders. The bidding document shall furnish all information 
necessary for bidders to prepare and submit their offers/proposals (instruction to 
bidders and project data sheet, GCC, SCC, Specs, BoQ, forms and formats etc).  

 Assign the exact date and time for site visit and pre-bid meeting and period for 
receiving the inquiries and questions and submission of answers. Answers to all the 
questions shall be submitted to all bidders at the same time.  

 The bidders who received the Request for Quotation shall be registered and these 
should be more than three. 

 Bids shall be submitted in closed sealed envelope prior to time and date determined. 
 

3.1.3 Receiving of offers, Evaluation and Award 

3.1.1.1 Submission and Registration 
 

 The completed bid shall be submitted to The Central Tendering Department, 
Ministry of Public Works & Housing. Name, address, telephone, fax, e-mail, 
contact person shall be recorded on an official form and a receipt shall be 
issued showing the time and date.    
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 The received sealed the bids are kept well-secured.  It is prohibited to open 
this cabinet prior to closing date and time.  

 
 No submission by e-mail (except if mentioned in the “instruction to bidders) 

or after the closing time.  
 
 No bids shall be accepted without satisfying the conditions assigned as per the 

invitation letter or after the date and time determined for submission. 
 

3.1.1.2 Bid Opening Committee 
 

 Central Tendering Department will form Bid Opening Committee during the 
bidding period.  It shall be chaired by the Director General of CTD. 

 
 The bid opening committee shall have representatives of the PWA, WBWD, 

Ministries of Finance and   Planning and Development.  

3.1.1.3 Bid opening 
 
 Time for bid opening shall be the same for the deadline of receipt of bids or as 

determined and shall be announced together with the place for bid opening. 
 All bids shall be opened in public, bidders or their representatives shall be 

allowed to be present. 
 Record for the bid securities (guarantees), certificates and submission 

requirements: name of bidders, total amount of each bid, and alternative bids 
shall be read aloud. Review and registration of each offer sums, guarantees 
and the required certificates.   

 Fill data in the opening bid form 
 Mathematical calculations and review of sums shall be executed either during 

the opening or later on. 
 All members of the bid opening committee shall sign on the bid summary 

sheet. 

3.1.1.4 Evaluating of offers  
 

 Evaluation committee: the evaluation committee shall be appointed during 
the invitation period by the PWA.  It shall consists of a Chairperson and   at 
least three members from the engineering, financial and purchasing divisions.  

 Preliminary examination: This is first step for further detailed evaluations.  
The bids which do not meet the invitation and submission requirements, have 
not been properly signed, have not accompanied with the required securities 
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and substantially unresponsive to the bidding documents are rejected. No 
corrections to the material deviations or reservations shall be allowed by the 
bidder. 

 Request for clarifications: The bidding committee shall ask bidders for 
clarifications and submit further detailes on their documents in order to 
evaluate their bids. No one is permitted to change substance or price of their 
bids after the bid opening. Request for clarifications and answers shall be sent 
and received in writing.  

 Evaluation currency: Instructions to bidders and TOR shall clarify the 
currency which will be used for evaluation and comparison between bidders 
(bidding currency).  

 Correction of errors (computational): Computational corrections shall be 
applied with reference to itemized unit price. The corrected figures shall be 
used for the financial evaluation and comparisons.  

 Check for technical characteristics, specifications: For supplies (goods) and 
services verification of these supplies specs to the contract specs shall be 
carried out prior to further steps of bid/offer evaluation.  

 Apply evaluation criteria: For Technical & Financial evaluation the prices, 
experiences, financial status, resources are checked according to the  
evaluation criteria. Conclusions and comparisons shall be presented in the 
Evaluation Report. 

  Comparison: The evaluation and comparison of prices shall be at the place 
of destination prices including any required installations, training, 
commissioning and other similar services. 

 Lowest evaluated cost: For goods and equipments payment schedule, 
delivery time, operating costs, efficiency and compatibility of the equipment, 
availability of services and spare parts, safety and environmental benefits are 
factors which shall be considered for the evaluation costs.  

 Prices Breakdown: Request for prices break down, if required,  could be 
requested by the evaluation committee for one or more bids or offers 
concerning one or more of BoQ items. 

 Bid evaluation report: the evaluation committee shall prepare a report on the 
evaluation and comparison of bids setting forth the specific reasons on which 
the recommendation is based for the award of the contract. 

 Recommendation to award: The lowest evaluated cost but not necessarily 
the lowest submitted prices and the substantially responsive bids to the 
bidding documents shall be selected for award. 

 Awarding Notice:  PWA shall issue notification of award within the period of 
the validity of bids.  
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A generic template which was used for the evaluation of bids in other project is 
included as an Appendix. 
 

3.1.1.5 Reporting to the Central Tendering Committee 
 
- Submission of the Evaluation Report: The evaluation report shall be submitted 

to the council within bids’ validity time; normally within 7-14 days from the bid 
opening date depending in how big is the Project.  

- Recommendation for award: The bid evaluation report shall contain the 
evaluation committee recommendation to select one of the bidders clearly in the 
form of recommendation letter. 

- Awarding Notification: The contract award authority will issue the “award 
letter” within the bid validity time. The award notification contents include 
invitation to the contractor to meet for final approval of Tender documents, 
contract agreement, negotiation on specific items and prices break down, if any. 

- Unsuccessful Bidder:  Unsuccessful bidder shall be notified immediately 
 
3.1.4 Contract agreement 

 
- Performance guarantees: the bidder shall submit the performance guarantee 

prior to signing the contract agreement according to the form and conditions of 
the contract instructions. 

- Contract Agreement and Signing of Contract: Once the contract agreement 
prepared, all Tender documents were reviewed, approved and agreed on by the 
Employer and the Contractor.  Both parties shall sign and affix their Official 
Stamp. The Performance Guarantee, securities and insurances shall be submitted 
according to contract conditions.  

- Commencement:  Letter of commencement is issued allowing the period of 
mobilization; usually 7 day or multiple of 7 days.  After receiving the letter the 
mobilization period starts. 

- Release of Bid security:  The Bid security and guarantees for unsuccessful 
bidders are released after signing of the contract agreement with the successful 
bidder.  

- Site Securities and Insurances: During mobilization period and after signing of 
contract agreement, the contractor shall provide the required securities and 
insurances according to contract conditions. 
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3.1.5 Commencement of Work 
 

a. Mobilization: The mobilization period shall start immediately after contract signing and 
usually lasts for 7 to 14 days (it can be up to 30 days for large projects). During this 
period the contractor shall provide the required securities and insurances,  work schedule,  
and quality control and safety plans, submittals, set up site offices requirements, shall 
prepare the project signs, and any other complete any other preparations necessary to 
launch activities. The contractor staff be introduced and to the supervisor Engineer. The 
contractor shall assign the implementation staff after approval by the Engineer.   

 
b. Order to Commence the Work: 

 
- After signing of the agreement and completion of mobilization period and 

preparations, order to commence shall be issued according to contract conditions. 
 

- Handing over Site to Contractors: In presence of the Employer representative 
(usually the Engineer), WUAs, and the Contractor, the project site shall be handed 
to the Contractor by the Client with the help of Local Authorities, clean and free 
of obstacles. Minutes of Site Handing shall be prepared and copied to all 
concerned parties. 

 
- Kick Start Meeting: The Engineer and the Project Manager shall convene a pre-

construction meeting which shall be held subsequent to the award of contract and 
prior to the construction activities. All agencies with vested interest in the project 
shall be advised to attend and a record of the minutes of the meeting shall be kept 
and distributed to the participants. 

 
3.1.6 Communications 
 
All the communication between the Contracting Authority, Supervisor and the Contractor has to 
be in written form and sent by a letter with confirmation of reception or fax to the following 
addresses: 

 
Contacting Authority 

XXXX Water Authority 
Address and Phone and FAX 

Contractor 
xxxxx Contracting Company 
General Manager......    
Address:       Telephone and FAX       
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The Engineer/Supervisor 

Consultant Company and Address) 
In association with 
Local Company; Name and Address 
Represented by   
Eng. xxxxxxxxxxx, Project Team Leader 
 

3.1.1.6 Meetings, Records and Documentation 
 

1. Meetings:  Special meetings and regular Monthly Progress Meetings shall be held 
in Consultants Office, minutes of meeting prepared and actions taken. 

2. Documentation 
3. Monthly Progress Reporting  
4. Coordination among all Concerned Parties 
5. Site Visits  
6. Project Planning, Progress and Cost Control 
7. Variation Orders and Addendums (See Appendix) 
8. Extension and Reduction of Scope of Works 

 
The following records shall be maintained by the Engineer: 
 

 Complete set of project drawings, agreements, sketches, specifications, addenda, 
and supplementary drawings. 

 As-built drawings. 
 Materials testing records. 
 Variation orders, extra work orders, and Contractors’ claims. 
 Inspection reports. 
 Quantity logs. 
 Complete calculations performed for field engineering, surveying and quantity 

take-off. 
 Taking over certificates. 

 
The Engineer will maintain complete files of all correspondences, minutes of meetings, 
facsimile messages, and inter-office memoranda. 
 
3.1.1.7 Documentation 
 
The main documents include operational QC/QA forms and periodic reports on progress and 
scheduling of activities.  The following forms will be used: 
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1. Inspection of the Works: Prior to the start of any activity, the contractor shall submit a 
request for inspection to start that activity. The contractor will be allowed to proceed only 
upon the written approval of the RE, or his designated representative, who should be 
satisfied that the previous related activities were completed properly.  (Request for 
Inspection Form). 

2. Daily Instructions: The Engineer will instruct the contractor to start, complete or correct 
any works on daily basis as needed (Instruction Form) 

3. Daily Report: The contractor and the Engineer will keep a daily record including 
equipment, labor, weather conditions, executed works and works scheduled for the next 
day (Daily Report). The Engineer will review and comment on the contractor’s daily 
report as appropriate. 

4. Daily As-Built Drawings and measurement Sheets: By the end of each working day, the 
contractor will prepare a daily as-built sketch of the executed works in addition to a daily 
measurement sheet showing the details of the works. These daily as-built drawings and 
measurement sheets will be the basis for the final as-built drawings and quantity surveys. 

5. Photographic Records: Most of the work activities and any deviation from specifications 
will be documented by digital photographs. 

 
Reporting 
 
The Engineer and his staff will prepare daily and weekly reports. These reports will describe the 
progress of work and address issues related to the performance of the contractors. 
 
3.1.1.8 Monthly Progress Report 
 
The Engineer will submit to the concerned parties a comprehensive monthly progress reports 
which will include the following: 
 

 Progress summary giving an overview of the status of the entire project (All Active 
Sites) as it relates to budget and schedule. 

 Construction activities accomplished in the preceding month and scheduled to be 
accomplished in the next month. 

 Schedule indicating, in graphic form, the status of the major activities relative to 
them. 

 Progress graphs indicating the completed percentages of major activities related to 
schedule. 

 Manpower curves indicating manpower build-up and projected requirements. 
 Changes in schedules of material recruitment, and equipment supply. 
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 Design changes and modifications that have taken place form the start to the date 
the report is issued. 

 Minutes of meetings that have taken place with the stakeholders and contractors 
and the decisions made. 

 Interface problems and decisions taken. 
 Contractors’ claims, change orders, and decisions made. 
 Outstanding events, problems, recommendations and actions required by the 

funding and administrative Agent. 
 Cost control measures, expenditures to date and anticipated project total cost. 
 Chronological account of drawings and documents either submitted by the 

contractors for review and approval or issued by CEP supervisory team. 
 Outstanding problems and action taken or to be taken by the IOCC, CEP, the 

contractors, or the Village Councils/Committees. 
 Up-to-date status of materials delivered to site. 
 Up-to-date time schedules. 
 Up-dated equipment inspected, approved and delivered to the site. 
 Brief listing of all important events, meetings, decisions and achievements. 
 Materials procured or submitted by contractors for approval and decisions made. 
 Cost information including both actual costs to date and forecast costs for the total 

project. 
 Progress photos and site conditions. 
 Status on major plant equipment. 
 Critical items and solutions adopted, or recommendations made. 
 Financial matters. 
 Information regarding personnel 
 Site visitors 
 Miscellaneous. 

 
Access to the site 

The Contractor’s attention is drawn to the fact that Agence Francaise de Developpment 
(AFD)Mission (France) is present in the state of the Contracting Authority. The 
Contractor is bound to give the visiting Mission free access to its sites, factories, 
workshops, etc., and generally assist the visiting personnel. The same provisions also 
apply to the appointed representatives of the AFD. 
 

Program of implementation 
The Performance Program shall be submitted in the form of a Bar Chart or Critical Path 
Method, supplemented with number of personnel and equipment and the dates of 
procurement of plant and materials. 
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The Performance Program shall be submitted within (15) days after issuing the Letter of 
Commencement for the approval of the Engineer”. 

 
The Engineer will approve or comment on the Performance Program within (10) days 
from the date of submittal by the Contractor. 

 
When revising the Performance Program the Contractor shall take into consideration the 
Engineer’s comments, and amend his program to a suitable technical standard. The 
amended Performance Program shall be submitted within (5) days from the date of 
receipt of the Engineer’s comments. 

 
The Contractor shall submit to the Engineer, for his approval, an updated program at the 
end of each calendar month. If the Contractor does not submit an updated program, the 
Engineer may retain up to 20% from the Contractor’s payment due for that month. 

 
The Contractor shall, within fifteen (15) days after the date of the Letter of 
Commencement, provide Engineer for his information a detailed cash flow estimate, in 
quarterly periods, of all payments to which the Contractor will be entitled under the 
Contract and the Contractor shall subsequently supply revised cash flow estimates at 
quarterly intervals, if required to do so by the Engineer. 
 

3.2 Quality assurance and control 
 
The aim of management activities during the implementation phase of projects is achieving the 
following: 

a. To ensure that works are carried out to the highest quality and standards according to the 
Technical Specifications; 

b. To monitor, supervise and manage the implementation of the works to guarantee the 
application of contract conditions; 

c. To monitor the required schedules for implementation, submittals, payments and cash 
flow. 

d. To get the work done within the stipulated timeframe; and  
e. To complete the job within the allocated budget 

 
Quality Assurance 
Quality assurance essentially requires a continuous and regular inspection of the works to ensure 
that they are being carried out in accordance with the plans and technical specifications to the 
highest possible quality, and to the highest standards of reliability, durability and safety.  
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Quality assurance measures and procedures should be applied to all project areas in accordance 
with their respective requirements. The quality of works will be assured through the procedures 
detailed in the following section. 
 
Quality Control Plan (QPC) 
The Contractor shall furnish QPC for review not later than 14 days after receipt of Notice of 
Commencement to implement the requirements of the Contract. The plan shall identify 
personnel, procedures, control instructions, test, records, and forms to be used.  Construction will 
be permitted to begin only after acceptance of the QCP or acceptance of an interim plan 
applicable to the particular feature of work to be started.  Work outside of the features of work 
included in an accepted QCP or another interim plan containing the additional features of work 
to be started. 
 
Content of the QCP: 

The QCP shall include, as a minimum, the following to cover all construction operations, both 
onsite and offsite, including work by lower tier subcontractors, fabricators, suppliers, and 
purchasing agents:  

- A description of the quality control organization including a chart showing lines of 
authority and acknowledgment that the QCP staff shall implement the three phase control 
system for all aspects of the work specified. The staff shall include a Quality Control 
Engineer who shall report to the Project Manager. 

- Procedures for scheduling, reviewing, certifying, and managing submittals, including 
those of subcontractors, offsite fabricators, suppliers, and purchasing agents. These 
procedures shall be in accordance with Tender Conditions.  

- Control, verification, and acceptance testing procedures for each specific test to include 
the test name, specification paragraph requiring test, feature of work to be tested, test 
frequency, and person responsible for each test.   

- Procedures for tracing preparatory, initial, and follow-up control phases and control, 
verification, and acceptance tests including documentation.  

- Procedures for tracing construction deficiencies from identification through acceptable 
corrective action. These procedures will establish verification that the identified 
deficiencies have been corrected.  

- Reporting procedures, including proposed reporting formats.  
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- A list of the definable features of work.  A definable feature of work is a task which is 
separate and distinct from other tasks and has separate control requirements.  It could be 
identified by different trades of disciplines, or it could be work by the same trade in a 
different environment. Although each section of the specifications may generally be 
considered a definable feature of work, there is frequently more than one definable 
feature under a particular section. This list will be agreed upon during the coordination 
meeting.  

Quality Control Procedures 
 

1. Frequent checking of excavation levels, sizes of all types of footings and depths.  
2. Periodic maintenance of the equipment and machinery being used. 
3.  Bracing and shoring for the sides of the excavation works when deemed necessary 

and/or when instructed by the Q.C.M. 
4.  Fulfillment of the safety plan. 
5.  Following the Safety Engineers instruction concerning all required safety measures. 
6. Only qualified operators are allowed to operate the different equipment and machinery 

 

4 Taking Over 
Prior to the completion of each division of the works, the Engineer will prepare a comprehensive 
list of items that are required to complete the work. By coordinating this effort closely with the 
various stakeholders and in particular the Funding and Administrative Agents and the Water 
user Committee Representatives, The Engineer intends to minimize delays resulting from the 
Acceptance Inspection. 
 
The Acceptance Inspection list will consist of corrective work to be performed before final 
taking over of the project works.  
 

- Notice of Completion of works/ services or delivery of goods and equipment’s: 
Completion certificate shall be issued after completion of works not affecting the 
operation and maintenance of facilities including minor items. 

- Guarantee Test:  
- Commissioning  
- Operation Certificate 
- As built drawings 
- Statement at Completion  
- Maintenance Guarantee (2.5-5% retentions) 
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