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widely applicable approximation
1.   Why Quality Standards evolve during implementation

	EU Quality Standard

	Causes of change for a Standard
	Insights from a workshop on latent processes with the project participants

	8.1
15.4
	Institutional arrangements and capacity
	  analysis always insufficient as negotiated, behavioural and cognitive components of institutions are not clear, management and responsibilities must bring new issues
	 improvements in understanding, new factors, esp. on ownership

	3.4
	Key stakeholders’ institutional structures, capacity and governance
	  analysis always insufficient, project implementation brings out issues, such as extent of networks and trust

	realign contributions and roles according to project progress

	3.3, 3.2
	Stakeholder interests and conflicts
	 participants’ perceptions of contextual issues, new coordination opportunities and joint efforts evolve  
	  opportunity for participants to

  consider their conflicts

	2.3
	Linkages to policy, programmes and projects
	development effectiveness debate, DAC realignment, sector spillover assumptions
	  scoping for new issues, esp. capacity building linkages

	5.3
	Implementation strategies
	  strategies are incomplete, 

 aid operation policy modifications
	  suggestions how to address new

  issues

	5.2
	Complementarities with other donors
	changes in donor coordination and priorities, new harmonization opportunities appear
	  realigning project components and procedures

	6.1
	Demonstrated contribution to long term outcome
	 general economic, social and

 political instability
	 only early warnings on future

 issues


   Quality Standards in the framework which address changes during implementation:

        14.4
operational plans reviewed and updated with lessons learned from experience on the ground 

          8.3 
support the ability of managers respond to changing circumstances on the ground

          6.5
design allows for necessary changes to operational plans

2. Latent Processes (ideal interactions) shaping implementation
Content Process
Its influence increases the less
participants can express how

they find that others misjudge

the technical knowledge

  The process reflects  

 contextual factors from

professional socialisation:

 education, organisational culture, 
  biases of professions, heuristic habits
	Key parameters in PCM local/foreign output, performance criteria
	often

shape
(
	8.1 Institutional arrangements and capacity building 3.4 Key stakeholders’ institutional structures 

3.3 stakeholders’ interests and conflicts


Exchange Process
Endo-social format: participants can not shape the 

     Reflects:
        passage with knowledge, know-how is deficient
   social history, national
Exo-social format: participants shape the passage,
     interest, globalization,
       thereby affecting relations but reduce intrinsic
     local social identity, 
       quality of knowledge, artefacts, design, data
       each format a rigid Habitus
	 Key parameters:
meetings and agendas,
     accessory data
	often

 shape
 ( 
	5.2 Complementarities with other donors 

8.1 Institutional arrangements and capacity building

5.3 Implementation strategies


Interface Process
Stabilizes misunderstandings, esp.

expressed and hidden roles 

Reflects the average communication skill
level, how participants express their

roles, example: images are expressed

     (in rhetoric) but do not affect another
	Key parameters:
budgeting, reporting,
non-essential aspects
	often

shape
 (
	3.3 Stakeholders’ interests and conflicts
3.2 Stakeholders’ consultation and concerns
2.3 Linkages to programmes and policy


   3.   Latent processes causing biases in Logframe
 practices
	Evidence:
Vertical LF-habits

	Cause:
  Exchange Process
	EU - PCM intent:
Quality Standard


elevated purposes and

driven by doubts on
5.2 Complementarity with

outputs, often with

local / global relations’
  programmes/projects incl. 
increase of assumptions,

future
  


  other donors assessed
“jamming” for legitimacy

local interest formation
8.1 Management
lack of specificity,


either strong, hidden
responsibilities build on and
mechanical links between

and unsound (exo case)    promote institut. capacity
input and outputs
,


or weak and isolated        5.3 Implement. strategies
“lock-frames”


(endo case) 


    and further formulation 
stakeholders maintain

encounters reinstated
    work analysed
different intervention
  Content Process    .     
logics




experts anticipate the    15.4Institut. strengthening 
   Horizontal LF-logic    
need to claim that

     and capacity building,
excessive number of

ends were universal
     skills transferred
indicators, too many

applications of skills        3.4 Key stakeholders’ 
national measures



are not additive

     institutional structures
capacity building is


results isolated,

     and capacity assessed
stated as project output

available local know-
3.3 Conflicts between
excessive assumptions

how not recognized
     stakeholders explicitly 
about the orientation of

accusations of deceit
     identified and analysed

institutional reforms

or of incapacity of          3.2 Stakeholder identifica.,
stakeholders keep and hide
professionalism

     consultations and                   
different assumptions

stakeholders are more
     concerns analysed
about indicators


professional groups
2.3 Linkages with policy, 

stated assumptions are not
than socio-economic
 programme and projects, 
independent of a project

ones


          supportive of PG initiatives
quantitative proxy indicators  Interface Process  . 
intended to compensate

foreign knowledge
          9.4 Target groups have the
vertical changes



remains linked to

     means and information
incentives for goal


experts’ traits

     to voice their concerns

attainment hide control

in unacknowledged and
8.3  Review, planning,
targets reduce learning

asymmetric contexts 
     budgeting fit with local 
and building capacity

strategic revealing

     systems
, respond to 

esp. for activities


of information is

     lessons learned and 
data fetishism substitutes
dangerous



     changing circumstances
for judgement



roles evolve dynamically
9.3  Responsibilities for
non-existent baselines

with successive

    reporting and using info.
Logframes rarely updated
individuals


    build on existing systems 

4. Parameter forms for the implementation of sector policy
Example from a public infrastructure project




    Common

    Parameter
    Form
 
 Possible Sector Policy Element



    task structuration
    horizontal       Can focus industrial sector organizations, ex: trade and craft




          -

     associations
, clusters, types of firms or economic orgs.




     vertical
  When socio-professional groups are representative for






     stakeholders, respective norms or conflicts are involved. 

  local / foreign task
     parallel         Can challenge professional biases and paradigms, educational

          division

          -

   structures, industrial relations, regional economic alliances.




  intermittent    Task definitions link economic spheres for infrastructure;






 also technology transfer and technology cooperation projects.

    knowledge output,
     function 
  Defining functions highlights networks or vertical economic 

       technology
          -

    linkages, knowledge management, educational structures.




      object
  Embodied knowledge can align know-how from different org.

         budgeting,
   aggregated 
  Shapes risks for stakeholders and social or group identities,

        inventories
           -   
    local governance, assists strategic groups and regime types.




     specific
  HRM
, reduces ambiguities of roles, more programme links.
       performance 
 discretionary 
  Better attribution to groups and know-how, HRM, rational

         indicators
          -   
   choice limits, variable participation, ex: trade promotion.




      public
 Internal negotiation in orgs. transmitted to stakeholders.

        decisions


     vertical
      Stakes and contributions fixed and authority externalised.








    -

     Nests and nodes
 can realign stakes and differentiate learning








nested
     from monitoring, sociocultural groups or casts relate further
.
       meetings and
     separate, fixed  Change in subject/object relations
, realign social identities 

 
     agendas


          -


   with policy carriers, knowledge embeddedness deepened.







  intermittent
 Allows ambiguity when roles and rhetoric interact, links with







  



   other institutions and OD, ex: mainstreaming social policies.
       role conflict
    passively 
Endo case:follows social history
, when authenticity essential,




    tolerated -
  ex: public policy. Exo case: where formalism is a precondition.




 acknowledged
 Endo case: focus on adaptation, such as in economic planning.




 

 Exo case:forces project out of social history,new institutions.

        evaluation

        negotiated
 Improves efforts to translate, group autonomy, encourages




          -    
  change agents and leadership, supports aid history analysis.








 fixed
      Project trails local politics or brokers, social investment pilots.
    official reporting,
    integrated
Better attribution in uncertainty or competitiveness, ex: FDI.

      documentation
          -

Reduces rhetoric scale of role claims, ex: unlock expertise in




     separate
  complex planning; only in endo case: individuals disown group. 
         language,


      create 

 Supports know-how, efforts to translate more relevant than 


 terminology

  dictionary  -
   content, equivalence always in progress, knowledge corpora.







  all vernacular
 Metaphors are censured so that no label is used,
ex: health
.

  employment,

  show all TOR
 Supports profiles, increases defensiveness, fosters explicit


 remuneration

  
    -


   knowledge exchanges, endo case: increases individual failure.







   hide terms
 Creates distance, role suspicion, encourages folk theorizing.  

     accessory data,

    extensive 
 Exo case: shifts otherness (cultural marker) to new objects in


  calculations


    -


  social history
, supports local knowledge; endo case: diffuse.








 little

 Reveals sector specific biases in professions, ex: environment.
 non-essential aspects:
       group 

 Exo case:supports social identity, binds dominant stakeholder.

  hours, travel, tools,  

     -

 Endo case: individuals pledge social identity and norms.


office, etc.


     individual
 Reduces or reinforces group identity when local or foreign 











  images are referred to, specific for a sector, also in HRM. 
5.   Transferability of project parameters
   Country X

      Project A  
    
           Country Y

   Project B
     policies
 
-vertical tasks

      
    policies
      -

 stakeholders  
-output is function    

 stakeholders     -  different

     history

-codify know-how


    history
            parameters

       


-specific budgets




      -

     Sector

-nested decisions


   Sector
      -

     market

-admit role conflict

   market
      - different order

    org. field
  
-groups to objects
  
  
 org. field
          of parameters

       trust

-formal roles


     trust
      -

      norms

-individual authority
    
     norms
      -

  associations 
-integrated reports 
  
associations
      -

  professions
-fixed meetings
 

 professions
      - different form

  communities
-separate groups    

communities
          of parameters




-more line positions



      -

     aid agency 
-public milestones


 aid agency 
      -

    experience
-public housekeeping    

experience
      -

   recruitment
-fixed terminology  
         recruitment        -

     aspiration
-TORs hidden
    

 aspiration
      -

       emotion

-extensive data           

  emotion
      -




-auxiliary parameters




   vary individually

Latent processes are outcomes of interactions between project participants.  Elements of A and B are known beforehand and can be extrapolated from one project observed to a future one:


Exchange -A




Exchange -B



Content -A




Content -B


Interface -A 




Interface -B

Latent processes have higher transferability between projects than a management parameter or project context element.  Linking latent processes is more inductive because both are forms of interaction:

they reflect all isomorphic aspects of aid, whether political, organizational or individual, i.e. one interaction resembles another interaction more than the context of either one.

6.    Project parameters shaping latent processes and 
the links to those EU Quality Standards that these 
processes impinge upon
Example from a public infrastructure project



       Cause        ((((      Effect ( Wirkung)
      Parameter
   Latent Process
  Variable Quality Standards     
    task structuration

content 

2.3 Linkages with policy, programme and




interface  

       projects, supportive of ongoing work

   local / foreign task
content



division

exchange

5.2 Complementarity with programmes /

    knowledge output,

content        

      projects of other donors assessed
        technology


     

     
        budgeting,

exchange 

3.4 Assessment of institutional structures
       inventories

interface 

      capacity and governance issues
       performance

content

3.3 Conflicts between stakeholders
         indicators

interface 

      identified and analysed
          decisions

exchange

3.2 Stakeholder consultation and interests
       meetings and

exchange 

      (expectations and concerns) analysed
           agendas

interface

8.1 Management responsibilities build on
       role conflict

exchange

     institutional arrangements and capacity




interface
        evaluation

content  

       




interface

15.4 Institutional strengthening and
   official reporting,

content 

       capacity building, skills transferred
     documentation

exchange 

       




interface

8.3 Review, planning, budgeting fit with
          language,

interface 

      local systems, respond to lessons
       terminology

content    

     learned and changing circumstances
     employment,

interface 




       remuneration


    

14.4 Operational plans reviewed and
    accessory data,

exchange 

      lessons learned reflected
      calculations

content   

5.3 Implementation strategies and further
 non-essential aspects:
exchange 

      formulation work analysed
  hours, transport, etc
interface
The most salient parameters are often some 20 out of a long list of possible parameters.  The salient ones reflect sectoral and organizational conditions but not individual participants.  The size of competitor organizations, the type of competition in the market segment and governance frequently decide which parameters are the most influential.  For this infrastructure project, the access to power grid data and to cost information played a role.  Other possible parameters are, for example, role clarity, formality, delegation, authority, accountability.
7. Possible influence of ‘Task Structuration’ on variable EU 
    Quality Standards, similar to other project parameters
Especially from economic sociology (most relevant only for this parameter)
	Quality Standard

	horizontal: all expertise of one professional field finalised

                    before next stage and expertise is used

vertical: tasks divided into parallel applications, teams work

                in geographic or organizational separation

	8.1
15.4
	Management responsibilities build on institutional 

arrangements 

and capacity
	a - when stakeholders are linked with economic externalities,

    any project impact changes their relations:   horizontal

    exposes biases, vertical exposes other biases

b - formal institutions can realign with successive shifts in

    structuration, but the extent is uncertain

c - informal institutions need to be probed and historical links

    can shift unpredictably

d - capacity is often different for vertical or horizontal

	3.4

	Key stakeholders’ 

institutional 

structures, capacity and governance
	a - ownership can depend on structuration

b - when key stakeholders discover new issues, changes in

    structuration can allow to shape governance or create norms

c - when key stakeholders are larger organizations,

    professional fields cut through or divide departments and

    networks underlying departments

	3.3 3.2
	Stakeholder 

interests 

and conflicts
	a - interests are linked to economic externalities

b - mutual recognition, trust, learning between stakeholders

     can evolve with structuration changes

c - conflicts can change in nature when linked to

     socio-professional groups

	2.3
	Linkages and consistency with 

programmes, policy and projects
	a - linkages evolve when stakeholder interests or conflicts

     change as indicated above, and in addition to this,

     structuration strengthens or weakens linkages

b - task structuration can be used to avoid duplicating 

     institutional structures and other linkages are then possible

	5.3
6.5
	Implementation 

strategies
	some design work is possible only after the above influences have run their course, and additional interests and capacities appear; structuration allows to re-design because vertical separations can often be introduced at any point; local context is generally fluid and linkages contingent 

	5.2
	Complementarities with planned programmes and

other donors
	a - in addition to linking tasks with related projects,

     complementarities can consist of small differences in

     structuration to encourage other forms of coordination

b - when structuration affects stakeholder relations, larger

     differences with other projects can become necessary 
c - institutional structures assumed by other donors evolve

	6.1
	Objectives for policy or sector contribute to 

long term outcome
	a - sector objectives often consist of structuration, thus the

    impact is contingent on monitoring the effectiveness of this

    structuration to maintain its effectiveness; trade or

    industrial associations’ influence in a sector often depends

    On creating rules and structuration can target this influence


8.3 and 14.4 are influenced by all parameters
8.   Different analytical steps necessary for 





   Content

Formulation:    Context            Exchange                PCM                Quality

   Interface






      fixed

       Content
Management:               Context            Quality S.                Exchange









      Interface






       PCM,







variable Quality S.,







Project parameters

Evaluation:                     Context                           Implementation


                                                                 Impact


                                                          Quality Standards

Monitoring:                     Context                         Implementation        


Content
Exchange
Interface






               PCM

9.      Three Levels of Data in Project Cycles

Key Question - which elements from one level can be combined with another

Example from a public infrastructure project


   Typical Issues 
    Sources of data
    Project Premises

Context
markets, trade, 

newspapers,

Aid Dialogue: 

 

international


statistics,

institutions decide
 



relations, 


history books

efficiency, political 



macroeconomics




regime, foreign










investment syndrome

Participants
interest negotiations,
observe and

Insiders’ hypotheses:



defining roles


participate in 
institutions are bound by






events,

invisible resistances,







reports

efficiency is also










normative
Community
direct stakeholders,

observe

Local folk theories:


traditional institutions,
adjacent

institutions are



social hierarchy affected,
developmental
accidental, government



relation to state

activities

and donors are far, 











resources are merit










goods

The analytical orientation is INSIDE - OUT:

Combine these sources of data and account for all premises by defining




 Interface Process
 Exchange Process
 Content Process
and align parameters (contracts, people, time, information) to intensify project implementation.  Frequently comprises making participants shape PCM, regulations and demands from the donors, thereby increasing contextualisation, participation and unique elements.

The following analytical orientation is OUTSIDE - IN:
When is a combination of parameters transferable to another project ?

Allowing agencies to learn contextualisation, to enable participants and expand their needs of recording and documenting their work.

10.    Realistic Approximations:   First Analytical Step
Formulation - 
Only the context and the community is already known.




1. Step:  Predict the exchange process from the context 

This is easier than the interface or content process, because the latter depend more on participants’ faculties (which the designer cannot predict).  The exchange process follows from a smaller number of possible global / local exchange patterns. The designer can use divers sources of information, from local newspapers to social psychology literature and history books.  The crucial question is - what happens in the passage from the global to the local sphere, does the knowledge become enabling or inhibiting in the eyes of the carrier ?  Frequently, it is useful to study the fate of related knowledge, or artefacts, designs, or money in exchanges of similar social groups.  

Manager -
1. Step:  Pick the most influential parameter and test all 3 process




    definitions

The ability to observe and describe project events in suitable terms decides whether the manager can define improvements.  During ongoing project work, all processes are constantly upheld by participants (as unintended outcomes). So the manager can repeat observations and parameter choice.  Better observation skills can also be brought in from outside.  When the influence of the parameter modification on the Quality Standards appears, this process definition is tested further with other parameters.  Thereby, the processes’ definitions are continuously improveable, as long as the interaction between participants allows to observe the processes.

Monitor -
1. Step: Seek indications for content and exchange processes which




  can improve PCM

Content and exchange processes are the most important factors shaping the project evolution through the PCM stages.  As an important outsider, the monitor’s observation ability is limited. To go beyond accounting for results and efforts undertaken, monitoring must include assessing whether the mutual appreciation of professional bias and sociocultural ends indicate that the content process changes, and whether the use of know-how indicates that the exchange process changes.  Quality Standard 8.1 and objectives related to capacity building are frequently dependent on the exchange and content processes. There is no general recommendation possible on how or where to find such indications.

11. Parameters and the generally decisive processes for aligning all 
      parameters’ form and combination to reinforce implementation  




     Frequent 

      Parameter
       forms
 
  Latent Process and Extent of Influence



    task structuration
    horizontal
 content by exposing biases between the teams: extent rel. 







          -

         to HRM
, sector or educational institutions. 




     vertical  
interface by reducing competition as labels shift: extent 






   rel. to larger social range but unit autonomy is possible.   

   local / foreign task
     parallel  
content by inviting differences in local/foreign images: rel.


division

          -

   to sectors because biases and ends have less scope.




  intermittent
exchange by local / foreign attributes: extent rel. to






   historical unit (Friedman
), economic and trade patterns.  


    knowledge output,
     function      content by differences in sociocultural ends:  rel. to  

        technology
          -

  educational institutions, STS
 structures are institutionally




      object
  shaped, thus objects do not fit other trajectories
.





         budgeting,
   aggregated 
 exchange by adding identity risks: extent rel. to social

       inventories
          -     
    identities, whose interest is defined against outsiders.




     specific
interface affected by categories (roles and project matter) 




                
   but ambiguities are reduced: extent individual.




    
 
       performance
 discretionary  content by indirectly strengthening attribution: extent HRM

         indicators
          -     
 modes or professional orgs seen as maintaining biases or ends.




      public
interface ambiguity-fix: extent individuals clarifying roles. 

        decisions


     vertical
      exchange by permitting different local positioning to appear:








    -


  extent rel. to stakeholders present, exchange formats do 








nested

  not change but decision nodes
 make them more effective.

      meetings and

     separate,   exchange via changes in subject/object relation
 assigning


    agendas


       fixed

  items to people, in team: procedures adapt to social identity.







 
     -
     interface by allowing ambiguity, only when roles and rhetoric







  intermittent
  interact: extent project unit,
otherwise little dynamic.     

      role conflict
     passively 
exchange in endo-cases: extent social history, for know-how 




    tolerated
   deficits; in exo-cases weakly:  ext. rel. historical unit.




          -       
interface endo-cases weakly: social history, inability to use; 




 acknowledged
   exo-cases:forces unit out of social history, expose ind. risks.
        evaluation


   negotiated
content efforts to translate, group autonomy, encourages




          -    
   change agents and leadership, supports aid history analysis.








 fixed

interface project trails local politics, reduce confrontations.  
    official reporting,
   integrated
content by strengthening attribution, repetitive applications.

       documentation
          -

exchange endo-cases:individual leaves group, isolated results.




     separate
interface only weakly: reduces rhetoric scale, no recognition.

        language,


      create

 interface efforts to translate far more relevant than their


terminology

  dictionary   -
   content, specific knowledge corpora created.







  all vernacular
content by labelling tacitness and no need to define further.  

  employment,

  show all TOR
 Supports profiles, increases defensiveness, fosters explicit


 remuneration

  
    -


   knowledge exchanges, endo case: increases individual failure.







   hide terms
   Creates distance, role suspicion, implicit images guessing. 
     accessory data,

    extensive 
exchange exo-cases: shift alterity to other objects in social


  calculations


    - 

   history, crucial; endo-cases: little influence on relations.








 little

content by revealing ends: ext. rel. professions, expose bias.
 non-essential aspects:
      group 

exchange exo-cases: social identity can blur focus; endo-

  hours, transport, etc

    -


   cases: individuals pledge social identity, joint interest vague.







    individual 
interface reduce/reinforce group identity: ext. rel. to HRM











   modes and sector, facilitates agenda setting efforts.
  Implementation


Quality Standards


  Content Process


  Exchange Process


  Interface Process








                     PCM




















           Project parameters





Project context





instrumental 





 technical core





foreign 





sociocultural ends





local





sociocultural ends





foreigner´s image





of local ends





  local´s image





of foreign ends





Exchanges about





    ends and core




















developee  foreign                    local      developer





  image      rhetoric                  rhetoric     image





 





  





Interface

















inductive analysis





transferring parameters implies linking the general context to implementation,


macro to micro variables, and predicting interaction from isolated traits 








deductive


 analysis
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   common and clear standard against which project performance can be monitored“ (Poate 2000,
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    Policy and Practice, London: Pluto Press, p. 253).
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    Paradox of Learning in Project Cycle Management and the Role of Organizational Change”, World 
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