�DEFINING THE HIERARCHY OF PROJECT OBJECTIVES


Introduction


	According to its scope, each project has a series of objectives of differing levels. Each objective is related to the others like links in a chain. In other words, there is a hierarchy of objectives.


	The hierarchy of objectives or goals may be described as a three-level chain as follows:


-	Project results (product): The physical results of the project activities. (E.g., the installation of public telephones in rural communities not previously served).


-	Project effects: What happens as a result of the physical results (products) of the project. (E.g., thanks to access to communication, people no longer have to travel to obtain replies, products, etc. which can be ordered by telephone. Enhanced medical safety through the possibility of getting rapid assistance for transporting patients or accident victims).


-	Project impact: Change in the standard of living or self-development capacity of the beneficiary group. (E.g., changes may be gauged by increased productivity in local activity, an increase in the consumption of goods and/or products from outside the geographical area, a fall in the mortality rate, etc.).


	Another way of looking at the hierarchy of objectives is the one frequently mentioned in literature on strategic planning, which normally refers to three levels of objectives:


-	Political objectives		(top level)


-	Strategic objectives		(intermediate level)


-	Operational objectives	(execution or work level)


	This classification may be combined with the one mentioned above as a chain of objectives, as follows:





Objectives according to strategic planning�
Objectives according to the chain system�
�
Political objectives (top level)�
Project impact - Benefits�
�
Strategic objectives (intermediate level)�
Project effects - What has happened?�
�
Operational objectives (work level)�
Project activities - Physical results


Required inputs - Costs�
�



	For each level there is an objective, and a strategy is chosen for achieving it.


�
Frame of reference


	The above table is a frame of reference for considering project objectives. It is NOT a question of any specific method of programming for implementing projects, nor does it serve for taking decisions.


	It is simply a guide for clearly structuring objectives when a project is designed and evaluated for approval.


	The following table provides a guideline for determining the relationship between the inputs required and the project outputs; it shows how the outputs help to achieve the project objective.


	For reporting purposes, it also permits the addition of columns for including indicators of the results achieved and, in the case of key hypotheses, gauging the effects achieved.


	For evaluation purposes, the frame of reference offered by the table below clearly establishes the measurable objectives and columns can be added to include other categories of indicator for subsequent evaluation upon completion of the project.


�
LEVELS OF OBJECTIVE/HIERARCHICAL GOALS/CHAIN





LEVELS OF OBJECTIVE�
HIERARCHICAL GOALS�
CHAINS (an example)�
�
POLITICAL OBJECTIVES�(High level)�
Project impact�(Broad, general and long�term aims)�
Objective: To increase zonal productivity by 50%


Strategy: To reduce by 70% the physical movement of persons for reasons of professional activity�
�
STRATEGIC OBJECTIVES�(Intermediate level)�
Project effects�
Objective: To reduce by 70% the physical movement of persons for reasons of professional activity


Strategy: To install rural public telephones�
�
OPERATIONAL OBJECTIVES�(Work level)�
1)	Project activities�(Physical products)


2)	Project resources�(Costs)�
1)	Objective: To install rural public telephones


1)	Strategy: To finance communities for installing rural public telephones


2)	Objective: To finance communities for the installation of rural public telephones


2)	Strategy: Soft loan of xxx million�
�



Examples of real projects


	Examples of real projects are annexed to this document, together with objectives as and how set out in the project documents.�


	Example No. 1: Project for defining the agency's HRM/HRD strategy and producing a master plan for achieving the objectives of that plan.


	(The annexed summary was published in the ITU/BDT Human Resource Development Quarterly, No. 46, January 1992.)


	This is a case in which, once the project is completed, the product will be a plan of action which may generate one or more further specific projects, the objective being to produce the agency's master HRM/HRD plan.


�
		As the article shows, the purpose of the project may be classified as a high-level political objective since it is to define how the agency will manage and develop its human resources. 


	Immediate objective No. 1: "To establish a human resource management and development strategy for the HTC", as the expected results indicate, may also be classified as a high-level political objective.


	Immediate objective No. 2: "To identify the functions involved within the HTC for implementing each of the strategic objectives defined, together with the groups of activities/units responsible"; the expected results enable this objective to be classified as an intermediate-level strategic one.


	Objectives No 3: "To identify activities and produce the Master Plan" and No. 4: "To establish a programme for identifying management with the established strategy and implementing the plan", may be regarded as work-level operational objectives of the same project.


	However, the COMPLETE END RESULT (with its four products) marks only the beginning of a long-term effort to change and improve the agency's human resource management, development and training. IT MAY THEREFORE BE SAID THAT THE ENTIRE PROJECT PRODUCES RESULTS AT THE POLICY AND STRATEGY LEVELS.�


	Example No. 2: This example refers to the TELE-PROJECT for producing computer-based training programmes with worldwide coverage.


	The annexed article was published in the ITU/BDT Human Resource Development Quarterly, No. 44, July 1991.


	The development objective is to increase the efficiency of telecommunication agencies by training their personnel. It is also intended to introduce a new method of cooperation using telecommunication facilities and distance learning through a virtual office.


	This is obviously a high-level political objective.


	Immediate objective No. 1: "Definition of the development policy and use of CBT in the telecommunications training system of each participating agency", may be classified as an intermediate-level strategic objective.


	The last two objectives (No. 2 consisting of training specialists in CBT development and production, and No. 4 consisting of the production of CBT programmes and the introduction of a system for the electronic exchange of CBT materials) are obviously operational objectives.�


	Examples No. 3: Project in Indonesia (telecommunication agency) and No. 4: Project in Costa Rica (State radio and television agency) are annexed for consideration.


	Both examples were published in articles (a copy of which is annexed) in the ITU/BDT Human Resource Development Quarterly, No. 43, April 1991.
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