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INTRODUCTION 

The h e a l t h  I n d u s t r y  is becoming t o o  complex r e q u i r i n g  d e l i v e r y  Systems 

w i t h  monngement 2nd mlnnger. At t h e  same t ime ,  mwsgement d e c i s i o n s  must 
b e  made w i t h  c; f o r  wider  objective, t h o t  o f  p rov id ing  t h e  most e f f e c t i v e  

promotive,  p r e v e n t i v e  znd c u r a t i v e  s e r v i c e s  w i t h  t h e  avo iLcb le  r e s o u r c e s  

o f  manpower, money and m a t e r i l l .  There is no doubt  , that  f o r  y e a r s ,  p e o p l e  

have c a r r i e d  o u t  e n q u i r i e s  ohout  h e a l t h  care c!elivery b e f o r e  making de- 

c i s i o n s .  However, it nppecrs  t h a t  t h e y  hnve c o l l e c t n d  i s o l a t e d  i n f o r m a t i o n  

abou t  d o c t o r s ,  nu r sos  cncl c d m i n i o t r o t o r s  w i t h o u t  c o n s ~ d e r i n g  t h a t  t h e  

3 c t i o n  o r  i n a c t i o n  of  one might  c f f e c t  t h e  o t h c r  two and m ~ k e  h e c l t h  care 

d e l i v c r y  s y s t e m  ~ n e f f e c t l v e .  

I t  would appear  t h e r e f o r e  t h a t  t h e  t ime  h c s  come f o r  a l l  t h o s e  

concerned wi th  t h e  d e l i v e r y  of h e a l t h  c a r e  t o  examine t h e  o r i g i n  af 

problems i n s t e c d  of  j u s t  allnc~ting r e s p o n s i b i l i t i e s .  O p e r a t i o n a l  

r e s e a r c h  mnkes t h i s  p o s s i b l e .  It aims a t  developing t h e  g e n a r a l  c a p a c i t y  

t o  e n q u i r e ,  t o  i n d i r e c t l y  t e a c h  h c o l t h  p e r s o n n e l  h w  t o  50 a b c u t  

collecting i n f o r m a t i o n  and a l s o  how t c  u s e  t h i s  i n f o r m a t i o n  i n  s o l v i n g  

t h e i r  prohlems- 

I n  3 s h o r t  pnper such  a s  t h i s ,  it w i l l  be  &npoesiblc to  s o t  o u t  a l l  - *- - 
a---  

t h e  rplaificciklona o f  o p e r a t i o n e l  %search.. An a t t e m p t  w i l l  however be  

made t o  d i s c u s s  each o f  thcl- f o l l o w i n g  b r i e f l y :  

l a  h#7nt SB-an oper&iono l  ~ e s e n r c h ?  

2. Scope of  o p e r a t i o n o l  r e s e a r c h .  

3. I d e n t i f y i n g  and f o r m u l a t i n g  o p e r a t i o n a l  r e s e a r c h  problems. 

k .  S t a g e s  of  r e s e c r c h  and a c t i o n .  

* Chief  Nursing O f f i c e r ,  M i n i s t r y  of  H e a l t h  and S o c i a l  Welfare ,  Hono S t e t e ,  
N i g e r i a  
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5. Sys t ems  cnd models .  

6. Problems  i n  i m p r o v i n ~  h e c l t h  c a r e  d e l i v e r y  sys tcm.  

7. E l e m e n t s  o f  c o n c e p t  chd  F r o j e c t  F o r n u l a t i o n .  

D e f i n i t i o n  o f  O p c r n t i o n  h o s e a r c h  

Bona* c!eTines o p e r a t i o n a l  r c s e z r c h  ca cn  a t t a c k  o f  modern s c i e n c e  

on complex p rob l ems  o r i s l n q  i n  t h e  direction o f  mc?nn,c,ann,nt o f  l a r g e  

s y s t ~ m s  o f  men, mcch incs ,  m o t e r i d s  ond money i n  i n d u s t r y ,  h u s i n e s s ,  

qovernment  and ddfunck .  Thc d i s t i n c t i v e  cpp rocch  i s  t o  d e v e l o p  r s c i e n t i -  

f i c  model o f  t h e  s y s t c m ,  ~ n c o r p o r r t i n g  mensur rmdnts  of  i e c t o r s  s u c h  as  

c h c n c e  end  r i s k  w i t h  whrch t o  p r e d l c t  end  compcrz t h e  outcome o f  o l t e r n e -  

t i v e  d e c i s i o n s ,  s t r z t r g i c s  o r  c o n t r o l s .  The p u r p c s u  is t o  h e l p  management 

d e t e r m i n e  i t s  p o l i c y  2nd c c t j o n s  scientifically. 

The N u f f i c l d  Provincial H o s p i t c l  T r u s t g * h c d  ecr l ie r  i~ 136.2 s e c n  

o p e r n t i o n z l  r e s e c r c h  cs e n d e c v n u r s  t o  make t h e  b e s t  u s e  o r  l r m i t e d  

resources i n  c o m ~ l e x  c r g a n i z c t i o n s  i n v o l v i n g  men cnd mtch ine .  I t  i s  n o t  

s o  much z d i s c i y l i n e  on 2 ~ 0 1 l e c L k o n  o f  d i s c x p l i n e s ,  b r o u q h t  t o z e t h e r  f o r  

t h e  p u r p o s e  o f  moking z s c i s n t i f i c  ~ t t c c k  on p r z c t i c n l  ~ r o b l c m s  s u c h  o s  

o r i s c  i n  s y s t e m s  onbodying  c number o f  i n t e r c c t i n g  p c r t s .  I t  r e c e i v e d  

i t s  p r i m c r y  i m p e t u s  i n  t h e  s t u d y  o f  m i l i t c r y  o r , ~ r c t i c n s  d u r i n ~  t h e  Second 

World War, and wzs l a t e r  c p p l i c d  s u c c e s s f u l l y  on t h e  f z c t o r y  f l o o r  and 

i n  t h e  commercial o f f i c e ,  2nd h c s  mcra r c c e n t l y  grown t o w c r d s  e c c e p t a n c e  

o s  nn i m p o r t n n t  a d j u n c t  t o  management i n  b u s i n e s s ,  government  and  human 

o r g a n i z a t i o n s  o f  e v e r y  k i n d .  

The WHflw*has c r y s t c l i z e d  t h c  obova two d e f i n i t i o n s  t h u s  " t h e  

q u a n t i f i c a t i o n  o f  monqemen t  p roh l cms  i n  s t c t l s t i c a l  o r  m n t h e m a t i c n l  

terms as t o  e n o b l e  s o l u t i o n s  c r  b c t t e r  s o l u t i o n s  t o  he  f o u n d  t o  t h r s e  

p rob lemst t .  

4 Bane, W.T., C e r c t i o n a l  Coseorch :  Models a n d  Government ,  C.C.S. &- Occasional t o p e r s ,  HMSC, 1968 

** N u f F i c l d  P r o v ~ n c ~ r l  H o s p i t a l  T r u s t ,  T w n r d s  o  Pleasure o f  Med ica l  core: 
O p e r o t l o n o 1  R e s e a r c h  i n  t h e  H e a l t h  S e r v i c e s ,  Cxford  U n i v e r e i t y  P r e s s ,  
1962  

***  WHO n G l o s s o r y  o f  TermsN u s e d  i n  t h e  R e p o r t  on  2 meet in^ on  the"Ao1c o f  
O p e r a t l o n o 1  S t u d l e s  I n  H e o l t h  S e r v i c e s  and E d u c e t i o n  f o r  t h e s e  s e r v i c e s n  
h e l d  i n  Bangkok, T h n l l o n d  f r o m  1 2  t o  2 1  December 1972 .  R e g i o n a l  O P f i c e  
f o r  S o u t h  E c s t  f , s i n  



Scopu o f  Operational Resocrch 

The scoop of  o p e r z t i a n a l  r e s e z r c h  um5rcCes t h e  s e l a c t i a n  o f  t o p i c s  

f o r  r e s e a r c h ,  t h ~  u s e  of  cp7ropr inku methods o f  i n v e s t i ~ c t i 3 n s ,  and t h u  

n n c l y s i n  end t h c  cho iceof  t h e  methods i n  which p r r c t i c a l  e e t i o n  can  be 

i n i t i a t e d .  The c u r r e n t  scope  o f  o r :< rc t ima l  r e s c a r c h  ccn  trcce its 
o r i g i n  t o  t h r e e  Execs o f  unqulry :  

C )  S o c i c l  b r h e v i o u r  cnd s o c i z l  o r g c n i z n t i o n  

b) mnnngumdnt grid economics 

c )  mnthcmctics znd s t~ t i s t ics .  

Tho i n t e r u s t  i n  s o c i e l  bahhv iaur  znd o r g a n i z a t i o n  is  t h e  o l d e s t .  

H i s t o r i c c l l y ,  i t  h a s  movec! fl'om t h e  u s u c l  t r a v e l l e r ' s  d e s c r i p t i o n  o f  

o h s c r v a t i o n s  t o  0 s y s t c m c t i c  n n c l y s i s  o f  s o c i n l  s t r u c t u r e  cnd sys tems  of 

b e l i e f ,  I n  econonics  t h e  growth o f  l a r g e  scn l r :  i n d u s t r y  prnmptect t h e  

more s y s t e m a t i c  concern  f o r  t h e  e f f i c i e n c y  a f  product ion .  D u r i n ~  t h e  

Second World.Wtr, groups  o f  p h y s i c i s t s ,  mothemct ic icns ,  b i o l o g i s t s ,  and 

e n g i n e e r s  wdrkcd t o g e t h e r  t o  minimize t h e i r  c o u n t r i e s '  l o s s e s  o f  men and 

mnchinos 2nd t o  mcximize t h e  l o s o e a  o f  t h o s ~  QP t h e  enemies. The d i e p e r s a l  

pf t h e s e  groups  o f  workers ,  z f t s r  t h e  Mar, s p r e a d  t h e  i d e c s  nnd t e c h n i q u e s  

cf o p e r c t i c n a l  r e s e a r c h  i n t o  more p u c c c f u l l y  o r i e n t e d  o r g z n i z a t i o n a ,  i n  

bo th  Government cnd i n d u s t r y .  

Tho development UP s t c t ' e t i c c l  mothods, ~ o s t i c u l n r l y  i n  r a l c t i o n  t o  
medicine, 2 s l n e d  ~ t s  g r e o t e s t  impetus  w i t h  t h e  d i s c o v e r y  o f  t h e  power of 

random o l l o c s t i o n  methuds i n  t h e  des ign  o f  s b c t i s t i c c l  s u r v e y s  and 

experiments.  Thc s t n t i s t i c z l  t h e o r y  o f  p r o b a b i l i t y ,  which forms t h e  

b a s i s  o f  much operc t fonsL  r u s e o r c h  o n o l y s i s ,  h a s  its o r i g i n  i n  an  

i n t e r e s t  i n  d e c i s i o n  mcking i n  gambling*. 

A p r a c t i c a l  i n t e r e s t  i n  t h e  z p i ~ l i c a t i e n  o f  s o c i c l  s c i e n c e  c o n c e p t s  

t o  medica l  problems began i n  t h e  s r c i o - p s y c h o l o g i c a l  s t u d i e s  o f  c h i l d  

development, cont inuet !  i n  the  f i u l d s -  o f  psychothercpy nnd more r e c e n t l y  

wns ahown i n  s t u d i e s  o f  t h e  e f f e c t s  o f  t h e  o r g o n i z n t i m  and atmoephere 

o f  h o e p i t o l e  and similer i n s t i t u t i o n s  on bo th  p a t i e n t s  and s t a f f * '  

Gppronch t o  Oioloqy and Medicine. 
John hl i ley and Sons,  Lopdon, 1967. 

**Lawrence, J-II., Opero t ionc l  Rcsrorch  ond t h e  S o c i a l  Sc iences .  T a v i s t o c k  
P u b l i c a t i o n s ,  1966 



L ~ z r t  f rom Lel~htcnls'lientificotsnn o f  t h e  r e l c v m c e  o f  s o c i a l  

s t r u c t u r e  t o  t h a  s u c c e s s f u l  p r c v l s l o n  o f  m e d i c a l  2nd w e l f z r e  s e r v i c e s  

t o  d i s p l a c e d  J a p a n e s e ,  t h e  c o n c e p t s  of soc i . 3  s t r u c t u r e  end  p r o c c e s  have  

n o t  bzcn  no e x t e n s i v a l y  e n p l e y e d  i n   vestigeti tin^ t h u  p r c c t i c o l  p rob l ems  

o f  d e l i v c r i n r  p r e v e n t i v e  cnd c u r c t i v e  h e a l t h  s e r v i c e s  t~ d e f i n e d  

p o p u l c t i o n s .  

r , ccord lng  t L 3  t h e  WHOL* r e c e n t  r e r o r t  o f  E m e e t i n 2  i n  T h c i l o n d ,  nn 

o r g c n i z e d  p l c n  c f  o p e r n t i o n c l  s t u d i e s  s e a k i n 2  t o  s o l v e  d i r d c t  p r i o r i t y  

p rob l ems  m i g h t  bc c! i rec ted  t u w c r d s  znswer lng  s e v a r e l  o r  n l 1  o f  t h e  

f o l l o w i n g  q u e s t i o n s :  

1. Whct Z r c  th i !  t r e n d s  i~ h c c l t h  s e r v i c e  u t i l i z ~ t i r n ?  Wh:t x u  t h e  

f u t u r e  c h z n c a s  i n  ' d n r n d  ,:n? a u ~ ~ l y  o f  o e r v i c e s ?  

2. Wh-c nr,: t h e  1 , o s c i b l e  ( and  , 3 r o b a h c )  r o p e r c u s s i o n s  cr" t h e s e  t r s n d s  

on t h c  ueogk 07  r ' i f f u r c n t  1 crts o f  t h e  h o a l t h  s u r v i c c c ?  What are 

t h c i r  l l k z l y  e f f e c t s  on manpower on2 f l n n n c l ?  - 
J.  What a r e  thd mnjor  f - c t o r s  which i n f l u o n c e  t h e  g i v l n ?  and r e c e i v i n g  

cT p u L l l c  h c z l t h  cnd  m e d i c c l  c z r ~ ?  uhLch o f  t h e s e  c r c  mook m s i l y  changed? 

L. Wh:,t rnnkhem:~icr-l conce ,2 t s  c.rc :ssumet! c r  c a n  be u s e d  i n  h e a l t h  

s e r v i c e s  cnr! z d u c c t ~ o n c l  , m l i c y  L x i s x o n o 7  

I d e n t i f y i n ?  snc! Fosrnulztin:  r f , e r n t i o n t l  Gascc rch  Problems  

I t  is imr-lit-2 i n  iht  definition^ o f  0 1 - e r n t l o q a l  r e n e c r c h  t h n t  n o t  

a13 !?roblerns c r e  s u l t c h l d  f b r  o p r z t i o n a l  r c s e c r c h *  The c h z r z c t e r i s t i c s  

of r i ? s u c r c h c o l u  +rii?llnms 1 1 2  n o t  i n  t h e  s u b j e c t  b u i  i n  i t s  less  o h v l o u s  

s t r u c t u r e .  I t  i s  n e s e s s c r y  t o  cccurnulc te  e x p c r i c n c e  i n  r c c c g n i z i n g  whnt 

i r  r n d  whct  xs n o t  2n u p e r c t ~ c n c l l y  s o l u b l z  problem.  3 e c c u s c  o p e r a t i o n n l  

r e s e - r c h  d a c l s  m a i n l y  w i t h  mzncgement ~ n d  mcnzge r s ,  i t  f o l l o w s  t h e t  

r c s e c r c h  wor l :~rs  mus t  g i v e  explicit c o n s i d e r o t i o n  t c  t h c  n z t u r u  o f  

Luc i sxons  t h e t  o r e  e x b e c t e d  t o  r e s u l t  i r o n  t h e i r  s t u d i e s  nnd t l s o  t o  

t h e  p u r c o n s  who w l l l  b~ r e s p o n s i b l e  f o r  making them. I n  mzny s i t u c t i o n s  

i n  t h e  h e n l t h  s e r v i c e s ,  more t h n n  cnk d e c i s i o n  m?kw i s  ~ n v c l v e d -  These  

d e c i s i o n  mekcrs  mcy e i t h e r  c o l l a b o r a t e  o r  may b e  I n  c o n f l i c t .  

* L ~ i g h t c n ,  P,lexr;nder, H. Tho Government o f  Mgn. F1 r incc ton  U n i v e r s i t y  
F r e s s ,  19L5. 

"WHO, R e p o r t  on c f l . i & l n ~  on t h e  r b i c  o f  O p e r a t i o n a l  S tuc i l e s  i n  H e e l t h  
S e r v i c e s  and  E d u c n t i c n  f o r  t h e s e  S e r v i c e s  h e l d  i n  Ocngkok, T h a i l a n d ,  
1 2  - 2 1  December 1972 ,  P r o j e c t  SELi;O ClI.6, J u n e  1973. 
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Sometimes t h o  c o n f l i c t s  m igh t  b e  r e s o l v e d  by  r e p h r e s i n g  t h e  prob lem 

t o  i n c l u d a  a mutu-11 y z c c c p t t b l ~  ob j e ~ t i v e ( s u c h  n s  improv ing  t h e  

s f f e c t l v e n c o s  a f  GCH c l i n i c s  f rom lfl% t o  LiUS;) by opening up new a l t e r n a t i v e s  

o r  by c more p r e c i s e  e s t i m c t e  o f  t h z  r f fec ts  o f  change .  It is w o r t h  

n o t i n g  t h c t  two rnoin c o n d i t i o n s  ex i s t  I n  which ?n o p e r ~ t i 3 n n l  r e s e a r c h  

c p p r o t c h  fs c p p r o p r i z t e .  T h e s e  zre: 

When t h c r c  i z  E decision-rnzker who i s  m o t i v z t c d  t o  a c q u l r e  G r  

n c h i e v r  some cxm - L h ~ t  h ~ s  n o t  c l r e o d y  b e e n - c c q u l r c d  o r  c c h i e v e d ,  

and  t h c  wm:nr~emcntu i s  i n  c p u r ? o s i v c  s t c g e  w i t h  r k s p ~ c t  t o  t h e  ays-  

tun I~ r j l n -  ncn::r;,=.In a t h ~ r  words ,  t h e r c  must  h e  b o t h  a w i l l i n g n e s s  

and  t h e  c b i l i t y  t o  chenge  t h e  oystem.  

b )  When t h o f e  n r e - z l t e r n z t i v z  weys n v c i l c h l e  o f  c c h i e v i n g  t h e  d e s i r e d  

endo ,  which cc,n l i F f e r  i n  rss ;~~ct  o f  c f f i c o c y ,  t h z  r e s o u r c e s  

r e q u i r e ?  and  t h c  risks inwolvec?; (No d e c i s k o n  prc'lsm exis ts  i f  

t h a r o  i n  o n l y  c o u r s e  aP c c t i o n  opcn ,  o r  i f  t h c  c l t e r n n t i v e s  

d 3  n o t  Siffer  s i g n i f i c n n t l y ) .  

Stoqes bf res,urc:-i r.nr T;c c i l n  

L3efor.- ?n , , l ;c 'r- i iunr>l r : s~zrc :  cnn c ~ t i l i z r  t ' l a  f u l l  5 e n ; f i t a  of 3 

sys t em 3;)!3~,~3cti, i t  n u s  1 rii,v, G I - T c ; u ~ ' ~  t i 1 ~  f ~~~~~in;  step^. 

?; T t i L ~  [lrnblb-n raust  ';,: r'r::.;ncsc? m i '  r ;b j i rc t lwes set. 

'%I P l ~ r ' c l s  must  ' 1 ,  c. 'z?~~lo!>tC.  

cl T h r  system m u s i  '-e examined.'. 

Ci V~cc'cls and o b a a r v a t x b o s  mus t  b e  n z n i p u l a t e C  t c  p r a v i c e  s c l u t i o n s  

2) Imyl rmzntc  Llr;n 

f Mon--tnzx.ng 

5 )  Cvzlua t i . cn .  

S*i?.~s srr" r.cs:>nrc? m i '  r c t ~ r ; n  or i n u t  I l n ~ 3 r .  T5r.y 21.~2 i n v g l v e r '  in 

c o n s t r n t  ~ ' J ~ C E F P ~ ~  !JCCI< ZJ ti;& 1 ~ ; ' ~  t ' f 2  s y s t z m ,  i s i ~ h  : r L c y c l l n r :  tnrou?:: t l l~  

t h ~  i,TOCLCUrd i?B ~ ; i c - > i - ~ n t ~ . = s  ~ z c r i m ~  r ,  s3 lvz r ' .  I d  mus t  L ~ L  ~ m p h c s i z e t l  t h z t  
s e t t i n r j  ul; -n c!~cr:ltzrlnnl stuc'y r L n u r r 7  s y c , t m , t s z n t l ~ n  3t 313. s t o g e s  nnd 

n r c ~ s s o r i l  y mecnt  t: !?G ;3 CPwLsirn iL 7 ?C':qu-'~r? crL-p:r?tl ~ n s  P3s  r n u n i t a r i n g  

and q v r l u a  i i n r ,  i ' 7 L .  s r ~ l u t x r ~ n ,  Snce r c a c h ~ ~ d ,  m i l s t  32 a n c a r p o r - - t ~ . c  -t nn  

2 n a i l v  s t n ~ e  ( S C ~  F i n u r ~  I), 



FIGURE I 

STLEES OF THE OFEWTICN AESE?,r&'H ilROJECT 

I7I!I1GLEP1S 

THE SYSTEI'I 
TEST MODEL 4 4 4  

GCNSTiIUGT 
MGDEL 

SOUr?CE : WHO PilCJECT SEAKC 1'116, 1973 



Systems and Models 

Allport defines system as "ang recognizable delimited %we- 

gate of dymamic elements tha t  are i n  some way interconnected 

and interdependent and that  contxnue t o  operate together accorb- 

mng t o  oertain lam and in buoh a way as to  produce some charac- 

t e r i s t i c  t o t a l  effect. A system, i n  other words, is something 

tha t  i s  ooncerned with some kind of act ivi ty and presemo a 

kind of i n t e e t i o n  b d  dy; &d a partiaular system oan 

be reoogiised as dist inct  from other systems t o  whlch, however, 

it m q  be dymmidynamioally related. S ~ t m s :  may be complex, they 

may be made up of intordependent sub-system, each of whxah, t h o u  

less  autonomous than the ent ire  aggregate, is nevertheless f a i r l y  

c l i s t i ~ s ~ l e  i n  operation.u8 

In health care &livery, system can be looked a t  as a s e t  

of resources organized fo r  a comnon purpose. And "system approachn 

would be the m$yo% of systems awl the i r  ob jeotives with a view 

t o  re-allocatmg resources t o  improve pcrformanoe. 

One could look a t  system by x t s  component parts and the i r  

relationships, by the boundaries around it or by tho task it 

perfom.  I n e i a b l y ,  the primary task of a l l  systems gzves 

r i so  t o  secondary tasks, such aa traxning, research, satis- 

career aapiratiom of s t a f f ,  coping with s t ress  ( in  both w t l en t s  

and staff) caused by the p i m a z y  task, and the supply and invol- 

vement of materials. 

A system approach requires the definition of a model as 

a basis fo r  anal*. A model must be seen as a substitute 

representation of r ea l i ty  and as an xdealization. A model is 

defined as a r e s p s e n t a t i o n  of the significant features of the 

problem under study. It can be a simple verbal description or  

a three-dimenmxonal design o r  x t  can be an abstract, logicdl o r  

mathematical representation. 

!!3e goals of systems analysis is  t o  define models of the 

f i r s t  ki.d, which w e  useful fo r  maximizing the allocation of 

rasources tobmrds a systamis objective. Systems analysis is 

8. Allport, F.K., Theories of Percelstxon and the Conoept of 
Structure. l i l c y ,  New York, 1955. 
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used f o r  plannlng,improved methods of delivery, analysis of 

cffeotlveness and deoision d p l s .  

Ifowever, in order t o  use th i s  approach, it is esential to; 

6)  make an assessment of the current envimnmental s tate;  

o) recograze the difference between the existing and the 
desired environmental s tate;  

d) determine a se t  of feasible Salterrnatives fo r  achienng 
these objectives; 

e) determine thc s e t  of consequences of each alternative; 

f) identi* some c r i t e r i a  on the btwisof which to  choosc 
between alternatives; 

g )  programmes selection or  decislon making. 
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15. Estimate Rewrements f o r  eaoh Activity 

Estimates should be made of required resources to  sa t i s fy  

eaoh activity. Manpower arrd financial resources should be 

identzfied, Nanpower needs should be expressed in terms of 

siulls levels, time requirements and funds. 

16. Verify Resource Availability 

m e  resource r equ re~en*  should be summed up and time phased, 

The availabi l i ty of resources should then be verified. If 

Wgetaxy avai labi l i ty of personnel o r  other constraints exist  

which do not permit resources t o  be expanded as planned, it 
w i l l  be necessary t o  re-plan. 

17. Management Plan 

!Phi$ is intended t o  identify to ta l ly  the processes by M c h  

the project w i l l  he launchd and managed. This planning is perc 

formod t o  euhaace the likelihood of project approval and suocess. 

Where a pmjeat management system exists in a comkry, t h i s  

plan w i l l  be relat ively easy -to produce and w i l l  follow e s h b  

lished procedures t o  a larp exbent. In  those countries where 

are no project maagoment systems, developnerrt of t h l s  plan 

w i l l  probably be the f x r s t  consideration sf  project management 

in  the Minxstry of Health f o r  that country and w i l l  therefore 

be a much more di f f icul t ,  extensive and time-consuming process. 

Wbilc many management activities aro adnunistrative i n  nature, 

the project mua.&ment scheme w i l l  interfere with n o d  

e;overmmental practiue; consequently, the operat- procedures 

f o r  the project must be clearly identified. Carem considam+ 

t ion of these ctspccts should go a long way to~rards r e w n n g  

hesi$anoy on the park of the off i s ia le  t o  approm pro;tects 
ad could be a v i t a l  contribution by the lh'm** 



17.1 Project Organization. 

a) Internal: This element considers specifically the internal 

orgamzation of the project, the preparation of the orgauz* 

t ion chart and the definitions of llnes of authority. 

b) Egternal: This organzation defines the position of the 

project as a part o f t h e  external world. It w x l l  defsne those 

in&viduals and agenaies t o  which the project reports and m l l  
define formally both co-ordination and authorlty interfaces 

with the external world. Instinotion must be made between 

h c t i o n a l  authority, which i s  the t radi t ional  l ine  authorlty 

path, and the pro.lect authorltx, which exists fo r  the p p o s e  

of the project only. 

17.2 Definition of Responsibility an6 Authority 

This section w i l l  explicitfg define the responsibility 

and authority of the project manager, clear definition of 

project authority is necessary In  order t o  establish expli- 

c i t l y  the rules under which he must operate. Recognition should 

be made that  projkt-management is  essentially a management 

task and tha t  the persons s e l e c t ~ d  fo r  management positions 

must be picked fo r  the i r  demonstrated management ski l ls .  

Zkperience has demonstrated that human and conceptual manage- 

ment sk i l l s  are as ,inportant as t e ch ruc~ l  strengths m the 

area of the project. Sophisticated technical sk i l l s  generally 

exlst a t  the performanoe level and not necessaxily a t  the level 

of management. 

17.3 Elanor Milestone Schedules 
- 

Major nilestone axe extraoted from the detailed aot ivi ty net- 

work (see 13) and are included in the management plan to high- 

l ight  the sigtuficant events of the projeot. 

17.~1 Fro,lect Control Plan 

Depending upon the size of the project, project control may 

be incidentdl t o  the manage* own day to  day management o r  m a y  

FEp~-B-de3aiIX- a e r ~ t ; m ~ - p r o c e d u r e s - ~ t - e c w ~ ~ .  Control 

tcchmques include frequent reporting against established #sche&ule 

ne$work, recording of weekly financial expenditures, internal project 

s tatus meetings, formal proof of technical performance, maintaining 

the schedule etc. 



17.5 External project review plan 

This plan ~1.11 identlfy the process fo r  redew of the pro- 

ject by higher authorities. Typically t h i s  review includea 

frequent reporting, by the project mmger t o  h is  supervisor 

in a normal o r ~ z a t i o n a l  mode. The schedule fo r  review may 

be picked by lmaortant milestones rather than on a scheduled 

calendar basis. 

17.6 External interface control and coordination 

The organizaiional chart referred to  above wil l  identify 

t h i s  oxternal mterface, and plana must be made to  cc-operate 

with these bodles. I f  these co-ordination funntions axe speoi- 

f i c a l l y  considered, it is much more l ikely tha t  they w i l l  be 

sucoessfully performed. 

17.7 Rwjeot information system 

Where no project information sfitem exists, it may be necessary 

to  design one. 

17.8 Reports and Documentation 

The contents of the report should be explioitly conaxderod 

particularly when external funding agency i s  involve& 

17.9 Risk Management 

Risk may be of technical nature (i.e unknown or  uncertaht?? 

likelihood of success), schedule (unoertain* -vEiether the job 

can be accomplished i n  time), o r  of a finanaial nature (uncertairrty 

as to  tho t o t a l  oost3. FERT is one of $he analytical techniques 

used for  appraising these problems. Explicit recognition before- 

hand and identifloation of the plan fo r  the management of r i sk  

w i l l  enhance the likelihood of sucoess. 

17.10 Corrective Action and Re-planni% 

ha every project w i l l  a t  some time or  another i n  x t s  

execmtion deviate from the  plan i n i t i a l l y  peparbd, aoneiderc 

ation must be given to  the mechanics for  re-plannmg and to  

the procedures which m;tnagement plans t o  take fo r  corf?ective 

action when progess dovlates from the  plan, 



17.71 Staffing Flan 

This plan will l dmt i f y  the reqturements f o r  differing technical 

bsc ip l ines  and the schedule of the i r  need. If recnutment IS 

necessary, the plan must take into account the remitrnent  

process and the delays associated with recruitment. Failure 

t o  consider these aspects has resulted i n  the 1- of p e r f o m  

ance of mv projects, particularly i n  the international sphere. 

17.12 Material and Logistics Plan 

This is necessary i n  projects where haxdkwe components 

are  involved. 

1 7.1 3 Promot ion Plan 

The plan for  promotion of the projeot (consumer acceptance) 

should be considered explici t ly where necessary. 

17.14 Mimagement Resource Bequrernents 

The resources fo r  management of the project, i n  contrast t o  

the techmcal delivery, should be specifically identified. 

17.15 Preepprowl Promotion Plan 

Specif i c  identification of the overall plan fo r  pro ject hit 

t ion  should be made. T h ~ s  element w i l l  idontify the t o t a l  

approval cyole f o r  the moject;  the governmental and p+en t i a l  

multi-national approval authorities w i l l  3e defined, and the 

approval by each w i l l  be scheduled. The ac t iv l t les  necessary 

t o  secure approval together with the lndirnduals responsible 

fo r  ~ t s  achievement w i l l  be defined. 

18. Finanoial Plan 

It is ~mportant that prepazation be mado f o r  sufficient 

finanoial support and fo r  control of the f inamial  resources 

under the control of the project. 



18.1 Resource Requirement 

These resowee requirements should be suheduled according 

t o  the category (manpower supplies consultants, capital invest- 

ment, sub-contract) requirements of the f tpfing agenoy. 

18.2 Planned Sources of Resources 

The resollroe recmi2ements shodd be allocated t o  the s o w e s .  

Sources w i l l  inolude government ' B d c l i q , o m a d  items4rtcma+iional 

Fundiw,aontr ibn4i~1~~ !?*c*Bf.ffercht ~oq~~rrcmonts  %Ill likoly w s t  fo r  

e d  souroc pp @ndq a;hd g l u ~ t  ha c o k i d ~ r e d  5,n planning-*he t o t a l  
avai labi l i ty of resourcee 6 

If necessasy the oost aacount;ing ~ ? t e m , f o r  the gmcijoat should 

be desoribed. 

18.4 F i m o i a l  Control Plan 

Specific techniques should be s e t  aside fo r  the control of 

finances of the project and the financial authorxty f o r  eaoh 

project manager defined. If government regulations are the 

control, suitable reference should bc made; otherwise, controls 

musf be designed speoifioally f o r  the projeot. 

18.5 Budget Plan 

The sohedule and definition of responsibility fo r  securing 

conthuous funding should be identified. This wil l  include 

p l m n g  fo r  the requirements or  oowspoPding to  government 

budget* cyclea.tloan app l ic~Ci .~s ,comspondeW Kith irrt- 

bn- cyolos oCdr The person a p o n s i b l e  fo r  these 
I ~ ~ s s e s  should be identified. 



19. Write-up of Plan Formulated 

$11 such plans must be wrltten for  use i n  seouring approval 

and la te r  in the management of the PO jeot. B e  completion 

of these plans w i l l  present t o  the government (deoisiow 

makers) a complete package for  execution of a project; only 

approval is  necessary. Naturally the effort required is 

greater than i n  current pac t ice ,  but the enhanced likelihood 

of approval and project auooess wll make th i s  effort worthnhile. 


