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PREFACE

The formulation of policies and strategies to promote development in South Africa is arguably
as important a product of the Development Bank of Southern Africa as its loan finance and
technical assistance programmes.

This series of publications on "Construction and Development” illustrates this point.

Development projects in South Africa have traditionally been undertaken to meet only the
physical needs of the recipient community. South Africa's changing social and economic
environment demands that such projects be executed in a manner that ensures that the
communities' other needs are also addressed. To achieve this projects should be structured
so that opportunities for employment and the development of skills and entrepreneurial
abilities are maximised.

Construction is an essential sector in any growing economy. In South Africa, it has
historically been both an important employer and an industry which typified the over
capitalisation which has bedevilled the economy. These considerations, together with the
fact that a Iar?e proportion DBSA's lending goes to construction projects, suggested that it
would be helpful to make practical proposais to assist the industry to adapt and contribute to
development in the new circumstances.

The publications in this series present an approach to development that focuses on:

- the identification of the broad economic and social needs of communities;

- optimal use of resources available to them;

- ways in which communities can exploit the opportunities presented by development
projects;

- approaches to making best use of Iabour; an abundant but underutilised resource:

- appropriate design, methods of building and construction and

- the use of, and misconceptions about building regulations.

The publications are thus designed to help alleviate the constraints which have inhibited
poorer communities from developing the skills at both individual and community level that can
lead to the development of entrepreneurship and genuine empowerment.

This is perhaps the most important message of the series. It is above all through active

participation in the process of development and that individuals and communities can
improve their quality of life. And it is to this end that the series is dedicated.
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COPYRIGHT

There is no copyright on this document in order to encourage its widest dissemination. It can
be quoted freely, provided acknowledgement is given.

The DBSA will not be held responsible for any claims arising from the adoption of this
approach.

Development Bank of Southern Africa

Headway Hill P O Box 1234
Midrand Halfway House
Transvaal 1685
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PART ONE - OVERVIEW
INTRODUCTION

m

Why this document?

These guidelines attempt to describe an approach for enhancing the socio-economic
impact of physical projects in developing communities. In South and Southern Africa
there is an urgent need for such guidelines to assist those who are working for the
uplitment of developing communities, both from inside and outside such
communities.  Projects which produce physical assets assist with upliftment, but
even more can be achieved if attention is paid to enhancing the socio—-economic
impact of actual project implementation. To describe this, we have coined the
phrase "development impact approach",

For whom is this document prepared?

This document should prove useful to anyone involved in development projects in the
underdeveloped areas of Southern Africa, including decision makers, funding
agencies, planners, consultants and the public at large. Part One is intended to give
an overview of the issues, providing a justification for, and an outline of, the approach
for the benefit of those working at a policy-making level. Part Two gives more
guidance to those charged with putting the approach into practice.

What is development impact?

There is an emerging consensus in South Africa which recognises that development is much
more than the expansion of income and wealth, and that economic growth, though essential,
is not sufficient. The focus is increasingly on human development, broadly defined as
expanding people's choices. These choices range from enjoying a decent standard of living,
leading a long and productive life and being educated, to experiencing a greater sense of
participating in the various activities of one's community. Viewed in this light, a project in a
developing area should include objectives that go beyond the provision of a physical facility.
How a project is undertaken, and by whom, are just as important as what is delivered for it to
have its maximum development impact.

What this document is not

These guidelines have been prepared with one aim in mind: to increase the development
impact of any project during implementation. No attempt is made to justify investment
decisions taken for other reasons. They do not replace existing professional procedures (e.g.
PROCAP for architects) but should supplement them to ensure optimal socio-economic
impact during the preparation and implementation of development projects. Nor do these
guidelines provide technical details, except for the purpose of illustration. South African
trained technical personnel are well able, if convinced of the desirability of such an approach,
to devise technical solutions appropriate to local conditions.



SOCIO-ECONOMIC CONTEXT
SO0

Establishment of a non-racial democracy in South Africa will redress the exclusion from
political power of the majority of South Africans, but will not in itself solve the problems of
poverty and deprivation. Differences in opportunity and of control over resources between
sections of the population result in the exclusion of many people from the development
process.

The South African economy is characterised by:

A long-term decline in economic growth performance since the 1950s, with the average
annual rate of growth falling from around 5,0 per cent during the 1950s to around 1,5 per
cent in the 1980s, leading to a general decline in standard of living as measured by per
capita GDP.

Growing unemployment due, inter alia, to the long-term decline of economic growth and
the increased use of labour-saving equipment in production processes. In the 1980s
the part of the labour force without formal employment opportunities fluctuated within a
narrow band of 30-33 per cent, numbering about 8,3 million people in 1990.

The decline in the labour absorption capacity of the formal economy has led directly to
an increase in the number of people in dire poverty. The accompanying chart highlights
the predicament of those seeking employment.

Other development challenges due to unequal racial distribution of income and wealth,
the prevailing spatial distribution of economic activities, escalating urbanisation and vast
backiogs in housing, education and health services.
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Important economic policy objectives must be to increase the growth potential of the
economy, to change the pattern of growth of development and to increase the real
performance of the economy. Unutilised and underutilised physical and human resources
among the less advantaged communities must be put to socially desirable uses in the
production of goods and services.

On the basis of sound economic and development principles, the following are some key
policies for growth and development in South Africa:

- Emphasis on economic growth and development through the optimal use of local,
physical and human potential in order to maximise the benefits for the communities
concerned.

- Creation of a supportive environment of physical and social infrastructure and also a
policy framework aimed at fostering more efficient production, individual initiative and
social stability through government or private intervention and support.

- Support of individual initiatives and capabilities and of local institutional capacities for
individuals and communities to initiate, implement and manage their own development
on a sustainable basis.

Central to the human development approach of these policies are three key elements:

- Empowering and enabling people, rather than directing and controlling them by
perpetuating their dependence through handouts.

- Interpreting empowerment as promoting opportunities, as well as human capabilities.
Thus, ever increasing opportunities will enable people to use their capabilities to the full.

- Promoting an attitude and style of *people participation" that emphasises the process
rather than the product. The process then becomes the vehicle for the delivery of other
products.

The productive use of underutilised physical resources in less developed communities can
contribute significantly to the growth of the economy and to changing the growth path. The
approach also has qualities of sustainability and of self-fulfilment for the people involved.

A comprehensive and integrated development approach would proceed by releasing
constraints (e.g. financial, economic, institutional, social, environmental, technical and
technological) on the mobilisation and utilisation of physical and human resources. This
approach avoids the pitfalls of considering development as little more than a series of ad-hoc
support programmes or projects for improving the living conditions of a selected number of
communities. Each project would then be judged on both its own merits and its wider
socio-economic ramifications.



TWO APPROACHES TO PROJECTS
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DEVELOPMENT IMPACT APPROACH
B e PR e S R R

INTRODUCTION

The present dire socio-economic conditions in this country are a powerful inducement to re-
evaluate projects in developing communities with a view to increasing their socio-economic
impact on the communities they are designed to serve. The intention of the development
impact approach is to encourage the participation of local communities throughout the project
sequence, from identification to operation and maintenance, so that maximum benefits
accrue to the community as a result of the process.

The objectives of the development impact approach are:

- to provide the opportunities, and to enable and empower people to assume the
responsibility, for improving the quality of their lives;

- to facilitate the upgrading of the social and physical environment;
- to increase employment;

- to reduce poverty;

- to stimulate economic growth;

- to reduce imbalances in access to opportunities.

TWO APPROACHES TO PROJECTS
Conventional Approach - Passive Community Response

The conventional approach to projects is not well suited to development projects. If this
approach is adopted, the local population will not be involved and only their physical needs
will be satisfied. The income and employment opportunities generated during project
implementation will not benefit the developing community, but rather the developed one,
which has less urgent needs to satisfy.

When the constraints on community involvement in the project sequence are left in place, the
local community is in a passive mode. The project, however well intended, is perceived as
being imposed by others. The local community may well have to pay for it without having
had a say in identifying the need for it or in building, operating and maintaining it.

Development Impact Approach - Active Community Response

The development impact approach is designed to achieve the multiple development
objectives mentioned above through the active involvement of the local community.

When constraints are removed and the local community participates fully in the project
sequence and in operating and maintaining the facility, the economic and social benefits are
kept within the local community and outflows are kept to a minimum.

The accompanying figure illustrates how, under the conventional approach, the local
community is effectively prevented from participating in the project and, conversely, once the
constraints are removed, how community involvement is enhanced.



THE GUIDELINES : INTRODUCTION AND SUMMARY

Part Two of this publication gives more detail and ideas on how to apply the development
impact approach. The guidelines are also supported by illustrations and extracts from case
studies to enhance the user's understanding of the general principles.

Preparation Phase

To implement this approach successfully requires considerable attention to the preparation
phase, during which several assessments or analyses should be undertaken. These
assessments are focused on the local community and its environs but some view of the wider
regional context (ideally a summation of local assessments) is required, especially when
considering the support services needed to overcome constraints at the local level.

At the local level, the exercise is place specific and detailed and invoives local institutions
(local authorities, community based organisations and NGOs, among others). It is suggested
that local institutions conduct local assessments and accept responsibility for managing and
updating the information. Local assessments should be perceived as a matter of community
interest, that convey the message: “This is who we are and this is what we can do".
Ownership of the information should be public and freely accessible.

At the regional level, the planning process must take account of the economic, financial,
environmental, social and institutional aspects that condition a community at the local level.
Opportunities in developing communities will only materialise when these are facilitated at the
regional level. For this to happen, it is necessary to identify and classify, on a regional basis,
the resources and institutional support services available to local communities. Regional
assessments should be undertaken by regional institutions, both public and private, active at
that level (development corporations, political parties, aid agencies, NGOs, etc.).

The following actions are required :

Social assessment: Draw up a social profile and identify issues which enhance or
inhibit development. From an understanding of the client community and the major
issues develop a strategy to involve the client community fully into decision making for
the project.

Community needs analysls: Establish, with representative local people, the priorities
and broader community needs to be satisfied. Discuss those needs with the community
to identify what they themselves can do. Stress that decision making entails
responsibility for the decisions taken.

Local resource (supply) analysls: Assess the availability and acceptability of all local
resources which could be used to satisfy the identified need and achieve the stated
objectives, with special emphasis on human resources which could be mobilised for the
preparation, implementation and maintenance of the project.

Constraints analysls: Identify and evaluate constraints on the mobilisation of local
resources to satisfy local needs. Consider both internal and external constraints and
consider them from the viewpoint of each party. Accept constraints as given but not
insurmountable.

Support analysis: Establish the need for and the scope of support services and
mobilise them accordingly. The support needed is determined by the constraints
identified, and by the absence of certain resources which are vital to the project.
Support services must be directed at overcoming constraints without creating
dependency. They should aim to convert the need for external resources into
opportunities for local resources mobilisation, giving preference to local support
institutions while avoiding duplication. Only support that cannot be locally sourced
should be borne by the project.



Planning and implementation Phase

The results of the preparation phase should make the planning of physical assets, and the
process required to build them, more responsive to the broader needs and priorities of the
client community. Decisions on technical details should be consistent with the aspirations
and capabilities of the community and maximise local economic linkages and spin-offs.

Project planning should be an integrated whole, giving constant attention to a whole range of
issues, including the following :

Project criteria: Identify key criteria in response to needs as identified locally. In
selecting criteria bear in mind the dual project objectives of delivering a physical asset
and uplifting the community. Include criteria for operation and maintenance.

Project proposals: Develop project proposals which ensure local resource mobilisation
and which focus on the upliftment of the poor through job creation including longer-
term opportunities. In conjunction with the community, consider various alternatives
which will satisfy their identified needs, objectives and project criteria.

Project design: From the selected proposals, prepare detailed designs, avoiding
preconceptions and giving as much attention to the process as to the product. Place
emphasis on efficiency and effectiveness so that the optimal use of resources will be
ensured and project criteria satisfied.

Project management altermatives: Preference should be given to management
available or readily accessible to the community, as determined by the resource
analysis. Give preference to labour-based approaches. The choice of management
approach should maximise local managerial and entrepreneurial skills and opportunities
for longer-term economic activities.

Procurement procedures: Devise procurement procedures appropriate to the
management alternative selected. The complexity of procedures and specifications
should match the complexity of the work and level of understanding of contracting
parties.

Control measures. Determine the control measures required (in addition to normal
professional supervision) to ensure that problems are anticipated. Additional risks
should be covered by additional appropriate control mechanisms. Keep control and
advice separate by clearly defining the roles of supervisory and support staff.

Institutional roles: Key institutional players must be committed to the objectives and
process. Clearly define their roles, responsibilities and share of risks, if necessary, with
a written agreement.




CONCLUSIONS

The ultimate test of the success of any development project must be the response to the
question: How better off in socio—economic terms is the local community after the
implementation of a project? The development impact approach identifies linkages with other
parts of the local economy that will enhance the impact of the project at the local level.
Project evaluation must assess how well the following guiding principles were adhered to
throughout the sequence of project and project related events:

- Projects must contribute to the satisfying of broader community needs, not just needs in
terms of physical facilities.

- Local resource mobilisation must be maximised and environmentally sustainable.

- Support mechanisms to overcome constraints must be facilitated.

- Planning must be integrated, involving all parties and generating suitable alternatives.
- Appropriate control measures and risk apportionment must be instituted.

- Devolution of decision making to grassroots level must be achieved.

The development impact approach is not static and finite but ongoing, requiring evaluation,
adaptation and updating as circumstances dictate. The approach adopted for a given
community should reflect the degree of development of that community. As a community
develops further and grows in confidence, so do its resources (human, financial, natural and
technological) so that it contributes more to its own upliftment. The development impact
approach helps to identify opportunities for the local community to make the best use of its
own resources and to use others (outsiders) only when it is in their own interests.



PART TWO - GUIDELINES
PREPARATION

1, Social Assessment
“

Draw up a soclal profile and identify issues which enhance or inhiblt development

Social assessments give information on local institutions and socio-economic conditions for
the identification, preparation and planning of development projects. The information helps to
structure projects in response to people's needs and priorities. The information gathered
need not be excessively detailed; the degree of detail should match the needs of the project.
If other projects are planned in the area, more detailed information may be justified. The
social assessment can be performed by consultants or by the client community if they have
the necessary capacity.

The assessment aims to gain an understanding of the local socio-economic conditions and
the social dynamics of the community. Information can be had from research papers and
institutions, universities, government depariments, maps and orthophotos for population
estimates, soil studies, etc. This information forms the basis of the assessment and should
be supplemented by:

- interviewing local leaders (formal and informal), citizen groups and key people
(shopkeepers, teachers, nurses, magistrates, extension officers, etc.) for information
about local conditions and insights into local knowledge, attitudes and perceptions;

-  observing the local environment by walking through the area and talking to people.

Social assessment, by providing first-hand information relevant to the project, is a first step
and should be followed by detailed discussions and negotiations at the local level. Another
important aspect of social assessment is the identification of issues pertinent to the
participation of the client community in the decision making process. This can provide the
basis for the development of sustainable local institutions.

Key factors:

*  Develop an understanding of the client community and the major issues through
a rapid soclal assessment.

*  Use the knowledge gained from the soclal assessment to develop a strategy for
bringing the client community fully Into decision making for the project.



2. Community Needs Analysis
M

Establish, with representative local people, priorities and broader community needs to
be satisfled

From the outset, it must be realised that developing communities have broader needs than
just physical facilities. They also have a need for employment, education, accommodation,
health services and recreation. It has been shown that the active participation of the
community is the best way of establishing their needs. However, there is a distinction to be
made between a perceived need and its underlying cause. Housing may well be a genuine
community-felt need; its root cause though is likely to be a lack of work. Consequently, in
attending to the one, sight should not be lost of the other.

The degree of community participation can vary according to the circumstances from least
participatory to most participatory, as follows:

- Information sharing: There is a two-way flow of information between the
implementing agent and the target population. Control of the project is in the hands of
the implementing agent, who, although not consulting the client community, looks for
inputs from them on local information to enhance project design.

_  Consultation: Control of the project is in the hands of the implementing agent but the
community is consulted on key issues. Since the beneficiaries are not responsibie for
the project, maintenance and support services have to be managed and provided by
others.

- Declslon making: Decisions regarding the project are made jointly by the community
and the implementing agent. Control over the project is shared. The client community
is likely to accept responsibility for project maintenance and cost sharing because it has
shared in decision making and therefore has a sense of ownership.

- Initlating and controlling action: The community initiates and assumes control of all
or part of the project. By achieving this degree of involvement the client community
controls its development as it is responsible for planning, building, operating and
maintaining the project.

Key factors:

*  Assist the community to Identify thelr broader needs and priorities.
*  Cllent community to participate in decision making to the fullest extent possible.

= 10 =



3. Local Resource (Supply) Analysis
“

Assess the local resources

Local resources are those available in a region which can be employed for a task. In simple
terms, local resources are the four M's, namely manpower (human resources), money
(financial resources), materials (natural/physical resources) and machinery (technological
resources):

- Manpower consists of decision makers and the (potentially) economically active
population in a region. Institutional capacity and levels of managerial and technical
competencies and the support available locally and regionally must be assessed.

- Money means the public budget and private sector funds from commercial banks,
savings and loan associations (stokvels, etc.). It also includes contributions from
individuals and households, both as one-off payments and regular payments.

- Materlals consist of those from local sources (stone, sand, clay, timber, etc.) and
manufactured into elements or components by the community or local entrepreneurs for
use in the project. The sustainable use and extraction of local materials could be
subject to environmental constraints. Information regarding empty or underutilised
buildings and infrastructure should also be recorded.

- Machinery includes equipment and technologies available and accessible locally.

The quantification and evaluation of local resources is the basic input to the project planning
process. The information may not be available in a systematic form. Consequently, the
design and specification of projects for developing areas often calls for technologies,
components and materials not readily available locally. The inventory of local resources is
important at project planning stage. It is necessary for all parties to have a clear
understanding of what is locally available, how the resources can be used, who can supply
and who can do the work. It is this awareness, manifested in the design and specification of
a project, that will ensure maximum development impact at the local level.

Key factors:

*  Consider all local resources.

*  Optimise use of all local resources.

*  Use materials in an environmentally sensitive way.
*

Assist the community to become aware of their options and abilities.

- 11 =



4, Constraints Analysis
M

Identify and evaluate constraints that hinder the mobilisation of local resources to
satisfy local or project needs

Developing communities have difficulties in interacting with a system devised for developed
communities. These difficulties can be divided into internal and external constraints.

- Internal constraints are those factors influencing efficiency over which the community
has control. They take the form of a lack of literacy, numeracy or managerial, technical
or entrepreneurial competence. The constraints can be overcome with appropriate
training and support (lack of appropriate support is an external constraint).

- External constraints are those factors over which the community has little control, and
are frequently imposed by various authorities. They arise from the economic conditions
that distort the market-place and from structural aspects within which economic activity
takes place. External constraints may be reduced by a variety of interventions. These
include the mobilisation of support services and appropriate development strategies
such as the provision of economic infrastructure (banking, insurance, etc.) and financial
assistance, and the simplification of procedures.

The following are examples of external constraints that should be addressed by the
authorities or overcome by innovative planning:

- The regulatory framework, that is the by-laws and standards, together with planning
practices, tender procedures and contract documentation, that hinder the effective
mobilisation of local resources, with the result that entrepreneurial and empioyment
opportunities are lost to the community.

- Construction methods are often chosen regardless of local skills and resources.
Furthermore, there is very little commitment among many institutions, consultants and
contractors to involve local communities and mobilise their resources; as a result,
opportunities generated by labour-intensive techniques, self-help and entrepreneurial
approaches are often not realised.

A trend in the construction sector has been to move from a craft-based industry to a
machine-based one relying on such materials as steel and plastics rather than on
natural (local) resources. Current approaches to design have often encouraged
high-tech solutions with low levels of development impact within local communities.

- Institutional constraints experienced by the various parties, such as lack of capacity to
provide the necessary support (training, counselling, etc.) can block an implementing
agency's efforts to overcome the internal constraints mentioned above.

Key factors
*  Conslder both Internal and external constraints.

*  Conslider constraints from the viewpoint of each party.
*  Accept constraints as given but not insurmountable.

- =



5. Support Analysis
T o e BT B e e A S B S R T T A M T T K W 1O o S Oy e T i

Depending on the constraints to be overcome and the resources vital to the project
but lacking, establish the need for support services and mobllise them accordingly

Support mechanisms should in the first instance access Institutional support that may be
freely available in the region. In this case, any cost incurred will not be included in the
project. If support is not available, it has to be provided as part of the project and included in
the project budget. :

Activities requiring external resources can become opportunities for building local capacity
with application of the appropriate degree of support. However, where activities are not
sustainable but purely of a one-off nature, care should be taken not to create excessive
capacity and skills or unrealistic expectations of future business.

When communities or small contractors are involved, comprehensive support is likely to be
required in the following areas:

~ Access to finance: In low-income communities, where financial resources are limited,
appropriate financial support is essential to assist the community and small contractors.
Consideration should be given to short-term bridging finance and medium-term finance
for working capital and equipment.

- Access to reasonably priced construction materlals: The cost of materials often
constitutes the largest portion of the total project cost. The implementing agency can
play a facilitating role in securing reasonably priced materials for the small contractor or
community. It can supply direct, organise discounts through existing outlets, provide
finance for bulk purchases or, preferably, assist small local manufacturers to supply
materials for the project.

- Technical and management counselling and tralning: Technical and management
counselling and training of small contractors and communities will contribute to the
development of the local construction industry. This training and advice should not be
limited to small contractors, but should include communities and interested individuals.

- Community management support: Procedures for improving community participation
and for facilitating cost-effective decision making should be considered.

Support services can be provided by development agencies, training agencies and
professional consultants or contractors in various ways to suit the requirements of the project.
The support should avoid the creation of dependency.

The accompanying figure shows the areas of support needed to overcome community
constraints, and the areas of assistance which could be provided.

- 13 -



CONSTRAINTS AND SUPPORT SERVICES

Constraints
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UNEMPLOYMENT AND UNREST

OPPRESSIVE SOCIAL
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CURTAILED ECONOMIC
ACTIVITY

DEVELOPING COMMUNITY

& WHO MANAGEST
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Key factors

*  Support services should be directed at overcoming constraints without creating

dependency.

*  Support services should alm to convert the need for external resources Into
opportunities for local resources mobllisation.

*  Glve preference to local support Institutions and avold duplication.

*  Only support which cannot be locally sourced should be borne by the project.

~ 16 -



PLANNING AND IMPLEMENTATION
6. Integrated Project Planning

“

Integrated project planning should Incorporate all those factors that are necessary to
ensure that a developing community can undertake the project successfully

An integrated development impact approach implies the interaction at regional and local
levels of the planning professions, funding and implementing agencies and client
communities. At the regional level, the planning process must attend to economic, financial,
environmental, social and institutional aspects and their linkages within and without the
region. For this approach to work, action is required at both levels. The practical application
of the approach at the local level requires that projects in developing communities be
identified, planned, implemented, operated and maintained according to the principles of:

- Community participation: Projects are to be done with and not for communities. This
will enable people to gain a sense of ownership of and responsibility for a project.

- Local resource utllisation: The optimal utilisation of local resources (human, financial,
natural, physical and technological) should be the aim of all development projects so
that money remains in the area and directly benefits the local community.

- Integrated local and reglonal support: These are necessary conditions for
overcoming structural imbalances which, if not addressed, will limit a local community's
access to information, curtail its decision making capability and impose on it
inappropriate standards.

-  Affordability and acceptability: Projects, and subsequent user costs, should be both
affordable and acceptable to the end users. Ways of meeting the end users' ability and
willingness to pay should be explored by offering suitable alternatives.

-  Sustalnabillity and replicabllity: This principle is the ultimate measure of the success
of projects undertaken by and for developing communities. One-off projects are often
little more than short-term palliatives if they create expectations that are not fulfilled
over the longer term. .

All project-related decisions (economic, financial, institutional, social, environmental and
technical) must be consistent with the above principles. The figure illustrates some aspects
of the integrated planning approach.

Key factors:

*  Involve all partles and attend to all aspects jointly with them.

*  Identify broader needs and priorities locally and regional ly, encourage linkages
and maximise local spin-offs.

*  Cllent community to participate in declsion making to fullest extent possible.

*  Stick to development principles.
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9. Project Criteria
m

Choose criteria In response to project needs as identified locally

The local assessment identifies needs and their quantities and order of priority. The next
step in the project sequence is to determine how to get greatest development impact at the
local level.

All projects must meet basic criteria determined by the need to be satisfied. The criteria are
factors that have to be taken into account at the planning stage. The technical criteria for a
school, for instance, are the standards the building has to meet. The standards for
classrooms are such items as the ratio of pupils to teacher and the floor area per pupil. The
appropriate building code and the fire regulations are the statutory building standards that
ensure structural soundness and safety.

Criteria must be developed for all aspects of the project: not only technical/functional, but
also economic, financial, institutional, social and environmental (see the project planning
framework in Appendix 1).

It is important that the criteria adopted for a project should be realistic and appropriate to the
circumstances of the project. Criteria should focus on the *performance required to meet the
need" and be confined to the *fitness for the purpose® of the selected solution. The
unquestioned acceptance of conventional criteria may run counter to the development
objectives of a project.

Key factors:

* In selecting criterla, bear In mind the dual project objectives of dellvering a
physical asset and uplifting the community.

* Choose criterla in response to the local needs; include the operational and
maintenance aspects.

- 19 -



8. Project Proposals
#

Develop project proposals which ensure local resource mobllisation and which focus
on the upliftment of the poor through job creation and, together with the community,
consider alternatives which will satisfy thelr needs, objectives and the project criteria

- Physical alternatives (town planning, architecture and engineering): Options
acknowledging different income levels, specific needs, etc. must be developed. [f the
need is sanitation the solution could be waterborne sewerage, VIP latrines, septic tanks,
etc. Advantages and disadvantages of the systems, especially the benefits (short and
long term), must be assessed with the community. Similarly, the implications for local
authorities (e.g. financial, operations and maintenance) must be taken into account.

Physical alternatives should be based on performance criteria and standards which are
appropriate to intended use, with due regard to their environmental impact.

- Construction alternatives: The range of construction methods should be considered,
that is conventional, traditional and innovative. For example, if VIP latrines are selected,
they can be constructed in various ways, such as with concrete blocks, clay bricks,
precast elements, etc. To enhance local socio~economic development, preference
should be given to methods using local resources (materials, labour and
entrepreneurship).

- Supplier/manufacturer alternatives: Preference should be given to local suppliers
and manufacturers (support can be devised to ensure suitable quality and quantity).
Where local suppliers/manufacturers do not exist, consideration should be given to
creating them, provided there is sufficient demand for the product in the region, beyond
the immediate needs of the project.

- Operations and maintenance alternatives: When considering alternative forms of
physical assets, infrastructure, buildings, etc., options for operating and maintaining
them should be considered. These may generate entrepreneurial opportunities for local
people, if allowed for in the design, thus producing longer-term employment beyond the
project implementation period.

When the project team and its consultants have compiled suitable alternatives, these must be
presented to the community in a way that can be clearly understood so that informed
decisions can be made.

Key factors:
*  Develop feasible alternatives.

*  Present alternatives in a comprehensible manner.
*  Consider longer-term opportunities.
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9. Project Design

M

From the selected proposals, prepare detalled designs placing emphasis on efficlency
and effectiveness for optimal use of resources and satisfaction of project criteria

The detailed design of project components is essential, and designs may need to be adapted
as the approach is developed and finalised, for example roads designed for labour-intensive
work need cut and fill to be balanced laterally over short distances, not longitudinaily as for
machine operation; buildings generally should be low-rise and follow the contours.

In addition to taking cognisance of particular needs, and objectives and local resources,
design should also generate physical alternatives and consider performance and
maintenance standards, construction techniques and selected procurement procedures.

The content of the project should be evaluated by considering its degree of difficulty, the size
of its components and the required level of expertise and capabilities of the contractor
needed to perform the work.

Project designs should take account of the following:

-  The design should be one that local contractors can build: The design should also
acknowiedge the limitations on the ability of contractors to perform the work. For
example, emerging contractors may experience problems with certain types of work
such as complicated brickwork details, structural steelwork, electrical, plumbing and
other specialised work. They may also experience difficulties with tight construction
schedules and plant- or machinery-intensive operations.

-  The size of contracts should be within the capabilities of local contractors: As the
size of the project can also deter the emerging contractor, steps can be taken to reduce
this in two principal ways, thereby allowing more than one contractor to participate:

*  Vertlcal stacking or breakdown into various trades, so that separate contracts are
awarded for earthworks, flooring, brickwork, steelwork, electrical, plumbing,
fencing, etc. This approach usually requires more in—-depth programming, control
and suitable project management. This could be provided by the implementing
agency, an established contractor or an appointed consultant.

*  Projects could also be divided into separate units, for example a sewer line or
manholes, individual road drains and culverts, and each awarded to a local
emerging contractor. This approach requires suitable programming, control and
project management, but often of a less intensive nature than the previous
approach. Combinations of the two approaches could also be applied, especially if
all specialist work is awarded separately, e.g. electrical, plumbing, drain laying.

To conclude: smaller, less complicated projecis are more suited to emerging
contractors, but innovative design and procedures applied to larger projects can also
render them suitable.
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- Local materlals and components should be specified In preference to imported
ones: To facilitate local resource mobilisation, design specifications should encourage
the use of local materials and locally produced building components. Procurement from
local suppliers should be encouraged to further promote economic activity within the
area, or the community supported in manufacturing components.

- The community should be fully aware of what the project wlll cost: The community
should be made aware of the cost implications to itself of operating and maintaining the
building structure or service provided.

Key factors:

*  Deslign and speclfication to acknowledge locally avallable resources.
*  Project task complexity and the subdivision of tasks to match local sklils and

abllities.
* Maintaln a flexible approach to design and adapt, If necessary, to achleve

objectives.
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10. Project Management Alternatives
M

Give preference to management services avallable or readily accesslble to the
community, as determined by the resource analysis

The choice of management approach should maximise local managerial and entrepreneurial
skills and opportunities for longer-term economic activities. The needs analysis invariably
identifies employment as a top priority; the resource analysis usually indicates an abundance
of labour. Thus preference should be given to labour-based construction methods.

The primary difference between conventional construction approaches and labour-based
projects is the management structure. This structure could be the responsibility of
government departments, established contractors, project managers or consultants.

The workforce could be directly employed by the management, which would make it a
labour-intensive project, or the workforce could be self-employed entrepreneurs, or small
contractors, working on a labour-only or subcontracting basis. The development of
entrepreneurs within the community gives the best chance for building local capacity.

The management alternatives to be considered with the community are:

-  Self-help projects where communities are assisted, through project management and
other support services, to execute the projects themselves.

- Demonstration projects to test new approaches that should enhance the socio—
economic impact, to demonstrate successful approaches and to develop appropriate
procedures and documentation. '

- Training contracts with an established contractor/project manager responsible for
training local people in technical and managerial skills and equipping them to execute
future phases and operate and maintain current phases.

- Management contracts where large projects are subdivided for small local contractors,
whe are given the full range of support services and are subject to controls to ensure
success.

-  Small contracts to be executed by small contractors with the usual support and control.

- Conventional contracts in which an established contractor executes as many areas of
the work as possible using labour-intensive techniques.

-  Combination projects combining the above aspects as required by circumstances.

It is important to realise that ease of communication between all parties is one of the key
factors for project success.

Key factors:

*  Maximise and enhance local managerial and entrepreneurial skills.

*  Glve preference to labour-based approaches.

*  The choice of management approach should maximise opportunities for longer-
term economic activities.

*  Maintain effective channels of cornmunication between all parties.
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11. Procurement Procedures
/

Devise procurement procedures appropriate to the management alternatives selected

The more sophisticated the management the more complicated the procedures can be;
simplified procedures again can encourageé the participation of less sophisticated
management. The following are some aspects to consider when drawing up appropriate
procurement procedures:

- Calling for tenders should be done at a level with which small contractors feel
comfortable. For example, small contractors can be personally invited to a tender
meeting (in addition to advertising). At this meeting, the documentation should be
explained so that the requirements are understood. Participants will then be in a
position to tender competitively.

- Contracts are often too complicated for the emerging contractor or community to
understand. They also contain requirements that the emerging contractor or community
cannot meet, such as performance guarantees, insurances and penalty clauses. These
constraints can be overcome by simplifying contracts, entering into labour-only
contracts or providing support services.

-  Documentation should be simplified as far as possible, using only working drawings
and specifications for smaller projects. The degree of complexity of the documentation
should match the size and complexity of the projects.

Some training agencies offer courses for small contractors, both civil and building,
dealing with pricing and management. These courses should be promoted, and
documentation compiled to coincide with the course material, thereby reconciling theory
and practice.

-  Specifications have a direct bearing on the skills required for implementing a project.
Standard specifications may need redesigning to suit labour-intensive construction; the
engineering or architectural detailed designs should be modified according to the need.

- Insurance and risk apportionment strategies can be adopted to suit the different
contractual arrangements: small contractors, for example, often do not qualify for all-
risks insurance, which if required should be borne by the implementing agency by
means of Principal Control Insurance.
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Key factors:

* The complexity of procedures and specifications should match the
complexity of the work and level of understanding of contracting parties.

* Contractual requirements should be achievable by all parties.

¥ Specifications should include "fitness for purpose”.
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12. Control Measures
#

Determine control measures required (in addition to normal professional supervision)
and set them up before problems arise

Control measures safeguard the successtul implementation of the project, especially where a
developmental approach has been adopted.

Control measures for the efficient implementation of the project must be considered at an
early stage. Contro/ must not be confused with advice and the two functions should be kept
separate. Areas requiring control are: quality, progress, finance, materials and management.
The representative local body concerned with project decision making should have a part in
project control. This body can mediate between labourers and project management and also
provide insight into local perceptions and attitudes.

The need for effective project organisation and management exists irrespective of
technology. However, it is often not appreciated that the managerial requirements of labour-
intensive projects are as demanding as, but different from, those of equipment-intensive
projects. There are unique problems associated with the recruitment, supervision and
motivation of labour, which call for different supervisory skilis and project organisation. The
implementation of labour-intensive projects depends on the organisational and managerial
capabilities of the public works authority or contractor. Of importance, is the ability to recruit,
mobilise, organise and supervise large numbers of people; without these capabilities,
projects undertaken along these lines will be at risk and are likely to give the approach a bad
name.

Key factors:
*  Additional risks should be covered by additional appropriate control mechanisms.

*  Keep control and advice separate.
*  Clearly define roles of supervisory and support staff.
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13. Institutional Roles

\

Involve all relevant partles and clearly define thelr roles, responsibilities and share of
risks

The development impact approach relies on the active participation and commitment of all
parties. Traditional institutional roles may need to be modified when emphasis is given to the
development impact approach.

The executing agency and its consultants must be open to the needs of the community.
Local authorities may need to adopt a more supportive role than they are used to.
Community organisations may be required to assume considerable responsibilities for
planning, organisation and implementation.

As mentioned earlier, certain support services (financial, technical, managerial etc.) may
have to be provided by local institutions. The local institutions should obviously identify
themselves with the objectives of the development impact approach and their role should be
to support and apply the criteria suggested in this document. As a result of this, the benefits
of applying this method will accrue to all the institutions involved.

It is important to realise that if any one party does not fulfil its role, the entire approach is
placed in jeopardy. This means that some form of written agreement should be entered into
which clearly describes each party's role, responsibility and share of the risk. It should be
clearly explained and understood by all and, if necessary, translated into the prevailing local
language.

Key factors:

* Ker Institutional players must be committed to the objectives and process.
*  Deftine all roles, responsibilities and risks clearly.

*  Confirm that all aspects have been allocated to a specific party.

*

Draft a written agreement.
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APPENDIX 1

PLANNING FRAMEWORK FOR LOCAL RESOURCE MOBILISATION
e

It is recommended that community needs, project criteria and the availability of local
resources be confirmed through a workshop with the local community. The project team and
community representatives could compile these using the outline planning framework as a
guide, and go on to discuss the implementation of a project.

Table | identifies main headings, subheadings and items for consideration by the project
team. Tables 2 and 3 are examples of how the framework could be used for particular
projects. One example has been drawn up for civil works and the other for buildings.

The planning framework in Table 1 summarises key issues to be dealt with by the project
team and the local community. These issues are derived from the guidelines in this
document and particularly from the key factors at the end of each section. Once a project
has been identified, the framework is a practical way of conceptualising specific project
requirements. In the workshop the community and project team can be made aware of the
importance of the options and decisions that have to be made to carry out a project.
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