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Abstract 
Project, programme and policy are interwoven concepts that collectively 
constitute interventions in a market process of delivering goods and services 
to a target audience. Project is a she specific interrelated set of activities 
with complete technical specification and shorter life span. Every project 
has complete cost specification coupled with specific technical specification 
hence il can he easily evaluated. The programme is a larger intervention (hat is 
less site specific with less technical specification and loose cost profile with 
extensive completion period whereas, policy is a general guideline with 
unbounded lime, site specification and virtually no technical specification. 
Policy is very difficult to evaluate in terms of goals but for internal 
consistency and validity as well as comparison. This paper examines the trio 
concepts using relevant literatures and successfully demystifies inherent 
ambiguities between the terms in project management situation. 

Introduction 
Over the years, project, programme and policies have created far-reaching interventions in the 

processes of delivering goods and services to end-users. The broad interpretation of the terms has 
made the concepts crucial in any consideration on the effective delivery of goods and services, 
especially in the area of project execution and evaluation. 

Project 
Project can be defined as a single-use plan with a specific short-term objective (Holt, 1993), 

Ogbewi (2003) viewed project as a set of organized activities into which some resources are 
committed in the hope of reaping some benefits. But Curry and Weiss (2000) saw a project as any 
commitment of resources now to obtain extra resources in the future. 

Project activities permeate all aspects of life. The academic department can take award of 
scholarship to the best graduating student as a project while school authority could take on the 
creation of conducive learning environment for all Post Graduate students. Infact, the government can 
embark upon the massive reconstruction of schools while a responsible father can consider the 
provision of standard education for all his children as a project. Every project is associated with time 
frame and must have expenditure, which results in the acquisition of physical assets. In line with the 
time dimension attached to any project, it cannot be perpetual. As soon as a set project is achieved it 
ceases to be a project hence every project has a life cycle where each stage constitutes a basis for the next. 
The project life cycle consists of interrelated planning stages, as shown below: 

1. Project Lifc Circle 

  

  

Source: Adapted from Ogbeiwi (2003); Seminar paper on Project Planning and Implementation  
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Different projects have different levels of implication on the organizational objective. It could be 
such that motivates changes in the organizational structure to be realized, which could necessitate the matrix 
organization. Matrix organization is a traditional organization that is modified primarily for the purpose of 
completing some kind of special project whereby individuals from various functional departments arc 
assigned to a project manager responsible for accomplishing a specific task, Hence, matrix organization is 
also called Project Organization. The project may be short term or long term and employees are borrowed 
from various organizational segments to achieve it (Stoner et al, 1995). This is normally clone in large 
organizations in quest of specialists and higher technical departments to create new products capable of 
meeting the challenges in the industry. Matrix organization allows for the flexibility of organizational 
management such that the project organization is flexible enough to allow managers to shift resources to 
special projects. It also enjoys the advantages of belter control of projects, shorter project development lime, 
lower project cost and better customer relations. However, the situation is more difficult to manage as it 
encourages inconsistency in application of company policy. It also leads to conflicts and more complex internal 
operations due to the attendant deviation from the traditional organizational mode. 

Project Selection 
The success of any project is a function of its  economic relevance to the people and the organization. 

Project selection is therefore a very important aspect, especially at the point of impact analysis. Projects can be 
selected on the basis of any of-the following considerations as shown by Curry and Weiss (2000): 
1. Problem Approach: This method strives to identify the pressing problem facing a people to 

determine the developmental  project to embark upon.  This  is normally a community-based 
approach 

2. Need Analysis Approach: This is a method of selecting projects based on the needs of the 
people.  Involving representatives of the beneficiaries in the selection process is necessary to 
ascertain the most pressing need of the people. 

3. Situation Analysis Approach: The situation approach focuses on strengthening the provision of 
existing goods and services. In a poor community where the desire of every child is to gel basic 
education, the award of scholarship is a welcome project to afford intelligent children from 
financially slinky background the desired educational opportunity. 

4. Sector   Approach:   This   method   centers   on   studying   a   particular   sector   for   
investment 
opportunities.   The   main   sectors   in   Nigerian   economy   arc   agriculture,   health,   
education, 
manufacturing, commerce, etc.  The first step after pin-pointing a sector of interest is an effective 
feasibility study to determine the priority level of the sector and the project itself, including the 
capital requirement and profit expectation. 

Types of Projects 
There are basically three types of projects. They are: 

New Investment Projects: These are project of originality devoid of existing ones. "They are designed to 
establish a new productive process independent of previous line of production" Curry and Weiss (2000: 12). 
New investment projects are normally products of new organization with organizational and financial 
independence. A new investment project may emanate from an old organization seeking to break new 
grounds. 

Expansion Projects: These are projects based on extending an existing project. If a government takes the 
project lo construct a block of six classrooms in a community and in the course of the project additional 
information shows the earlier project will be grossly inadequate considering the needs of the community, an 
immediate expansion could be considered. Expansion projects involve repeating or extending an existing 
economic activity with the same output, technology and organization. 

Up-dating Projects: This is a situation where some elements in an existing project are either changed or 
replaced using upgraded technology. Up-dating projects involves some change in the technology but within 
the context of an existing, though possibly reformulated, organization. 
  



Programme 
Programme has been viewed from different perspectives by different writers, ranging from the 

simplistic definition of the Advanced Learners English Dictionary of Current English as a plan of what to be 
done to some more concise definitions as enunciated below: 

"Programme is a single-use plan with multiple activities that can be orchestrated to achieve one 
important objective" (Holt, 1993), "A programme is a single-use plan designed to carry out a special 
project in an organization that, if accomplished, will contribute to the organization's long-term success" 
(Certo, 2000). "A programme is a single-use plan that covers a relatively large set of organizational 
activities and specifies major steps, their order and timing, and the unit responsible for each step" (Stoner et 
al, 1995). This was further substantiated that a programmes is a single-use plan for a large set of activities 
which may consist of identifying procedures for introducing a new product line, opening a new facility, or 
changing the organisation's mission (Griffin, 2003). 

Therefore, we see programme as a single-use plan with multiple activities towards a unified 
objective that impacts on the organization's long-term success. Major steps, their order and timing, and the 
unit responsible for each step are embedded in every programme because they are target-driven. 

A programme is predicated upon a plan and planning is necessary in every aspect of human 
activities. The basic features of programme are that they have defined starting point at a 
predetermined time with a systematic break-down of activities and specified ending point. 

Relationship between Project and Programme 
Project, as a single-use plan with specific short-term objective, is not intended to remain in existence 

over the entire life of the organization. Rather, it exists to achieve some purpose that could contribute to the 
success of the organization. A project is similar to a programme but it is generally of less scope and 
complexity. A project may be a part of a broader programme, or it may be a self- -contained single-use plan 
(Griffin, 2003). Hence, management develops programmes from time to time to address pertinent issues 
towards repositioning the organizations. Such programmes are generated to accomplish an earlier conceived 
project targeted at enhancing the skill levels of managers in one or more of the areas of technical, conceptual 
or human relations skills. Projects are smaller, separate positions of programmes hence they are limited in 
scope and contain distinct directives concerning assignments and time. If the programme is to transfer 
inventory from one warehouse to another, one related project might be to evacuate floor space at the proposed 
installation (Stoner et al, 1993). 

Policies 
Policies mean causes of administrative action (Landau, 1999). It can also be viewed as a plan of 

action, statement of aims and ideals, especially one made by a government, political party, business, 
company, etc. Holt (1993) went further to view policy as a standing-use plan that provides a general 
framework for decision-making. Policy is a standing plan that furnishes broad guidelines for channeling 
management toward taking action consistent with reaching organizational objectives (Certo, 2000). 
Infact, a policy is a standing plan that specifies the organisation's general response to a designated problem 
or situation (Griffin, 2003). Therefore, policy is a clear statement, in the form of a standing-use plan that 
articulates the philosophy of the organization to aid management towards consistency in their actions for 
the effective and efficient actualization of set goals and objectives by creating limits around decisions. A 
policy may be worded: 

"Our organization will strive to recruit only the most talented employees ". 
Policies can be formulated in many areas where regulation of activities is desirous because they create the 
regulatory mechanism to ensure consistency and fairness for all. Policy will "normally include ideas about 
fairness or equality of treatment, statements on the equality of working life, and on working conditions 
and security of labour" (Sally, 1995). 

All over the world, springboard for organizational success is effective strategy formulation and efficient 
implementation. Thus, when strategies are formulated, the enabling policies must be created to ensure good 
implementation. Policies are therefore, very important in establishing the ground rules on how members of 
the organization conduct themselves. Time has shown that many organizations act contrary to their policy 
hence Holt (1993: 176) wrote, the effectiveness of a firm's policies is shown by its track record and by the 
behaviour of its managers1'. 

Policies guide greatly for the smooth running of any organization, the stale or country. In Nigeria, 
there is the government policy that all federal establishments must ensure that 40% of the junior staff is drawn 
from the neighbouring community of the establishment. This allows for fairness to all concerned but a good 
number of the companies do not comply hence the incessant cases of youth restiveness across the country. 



Policies as guiding principles are formulated from theories and experience. In fact, policy economics 
recognizes that theories and data can be used to formulate policies (McConncll, 2002). Every policy is aimed 
at redressing a confirmed problem or to further an economic goal hence it cannot be adequately formulated 
without proper knowledge of existing theories and principles surrounding the core area. Therefore, theory 
forms the foundation for policies. 

Policy is a critical aspect of planning hence managers formulate policies frequently. In pursuance of 
this salient but critical fact, it was observed that policies are guidelines used in making decisions regarding 
specific, recurring situations and that a policy is often a general rule to be followed by the entire business or 
specific departments (Everard and Burrow, 2001). Policies help to reduce misunderstandings and encourage 
consistent decisions for similar conditions by all managers and employees. 

Traditionally, most large organizations have a formidable central unit with specialists saddled with the 
responsibility of policy formulation of policies to advise and guide towards the sustainability of standard in 
personnel attitude and products. Without these guiding principles to establish uniformity of sense of 
purpose across all units, managers would lack the framework of rules and procedure to sustain the objectives 
and philosophy of the organization. With existence of policies adequately implemented, the line managers are 
no longer constrained by systems and procedure and can operate more flexibly. Thereby creating the enabling 
environment for line managers to become more accountable for success or failure as there is often only small 
central control function to support them (Sally, 1995). 

Effective policy statements have three characteristics; they are clear and understandable, stable 
over time and communicated to everyone involved (I loll, 1993). The importance of policies in the 
achievement of goals cannot be over-emphasized. 

Policy Formulation Steps 
The basic steps necessary for the formulation of policies are: 

a. Statement of goal: The first step in policy formulation is the statement of the goal of the policy 
especially, the economic goals of any policy.   A policy statement could take the form, "By the 
year 2008, every Nigerian will have access to pipe borne water".    In such a situation, the 
government may provide water for all, or create the enabling environment for the people to source 
the water. 

b. Determination of policy options: The clear statement of policy goals leads to the formulation of 
several workable policies capable of addressing the target objective thereby leading to alternative 
policies.  The various proposed policies are rigorously assessed and the policy considered to portend 
higher impact or effect is adopted. 

c. Implementation and Evaluation of Selected Policy: The success of any policy must be assessed 
at a point to ascertain the extent of achievement of set objectives with a view to sustaining, discarding 
or improving on the policy.    An unbiased evaluation is essential  for policy effectiveness.    Any 
decision outside the sustenance of existing policy constitutes a change, which could have adverse 
implication in business transactions, especially government policies. These are risks that must be 
taken by firms and industries to remain in business. (McConnell, 2002). 

Goals of the Policy 
a) There are basic goals for every policy hence McConnell (2002) noted that a standard policy must 

address the following economic goals:  
b) Economic growth - Organization output must be goods and services capable of impacting 

improved standard of living. 
c) Full Employment- Provide suitable jobs for all citizens who are willing and able to work. 
d) Economic Efficiency - Achieve the maximum fulfillment of wants using the available 

productive resources. 
e) Price-level Stability - Avoid inflation and deflation. 
f) Economic   Freedom   -  Allow   high   degree   of freedom   for   individuals,   workers   

and 
organizations. 

g) Economic Security - Provide for those who are chronically ill, laid off, aged, or otherwise 
unable to earn minimal levels of income. 

h) Equitable Distribution of Income - Ensure that no group of citizens faces poverty while 
most others enjoy abundance. 



h)   Balance of Trade — Seek a reasonable overall balance with the rest of the world in 
international trade and financial transactions. 

Single-Use and Standing-Use Plans of Project, Programme and Policy 
Standing-use plans are plans used on a continuous basis to achieve consistency in organizational 

activities (Holt, 1993). These are plans that are used over and over because they focus on organizational 
situations that occur repeatedly (Certo, 2002). Thus, they establish a set of decisions used by managers for 
recurring organizational activities such as major types are policies, procedures, and rules. Single-use plans are 
those plans that are used once only - or, at most, several times -because they focus on unique or rare 
situations within the organization. 

Fig. 2: Standing Plans and Single-use Plans 

 



Conclusion 
Project as a single-use plan with specific resources commitment with a view to obtaining extra 

resources in the future, forms an integral part of a programme. The programme, though equally a single-use 
plan contains more activities and specifies major steps, order and timing, with the units responsible for each 
step. Therefore, a programme is predicated upon a plan and planning is necessary in all organizations including 
every aspect of human activities. The enabling policies must be created to ensure good compliance to 
formulated strategies by all staff. 
Policies are guiding principles formulated from theories and experience. They are needed wherever regulation 
of activities is desirous to create the rules and regulatory mechanism for consistency and fairness for all. 
Policy, normally include ideas about fairness or equality of treatment, statements on the equality of working 
life, and on working conditions and security of labour (Sally, 1995). 

Every policy is aimed at redressing a confirmed problem or to further an economic goal. 
Policies form a critical aspect of planning hence managers establishes policies frequently. Therefore, 

policy is a standing plan, often a general rule, to be followed by the entire business or specific departments. 
They help to reduce misunderstandings and encourage consistent decisions for similar conditions by all 
managers and employees. Without well-formulated policies to set boundaries for personnel actions, 
evaluating disorganized workforce becomes a baseless exercise. Project provides the basis for assessing the 
performance of any project. With the right project anchored on good programme and managed by 
policies-guided personnel maximum efficiency is guaranteed in the provision of goods and services. 

Recommendations 
In the light of the above; it is obvious that certain recommendations are necessary for organizations 

to effectively manage projects, programmes and policies for the efficient actualization: of set goals and 
objectives. They include: 
1. Every organization must have well-defined programme(s) at all times. 
2. Each programme must be broken into parts where each is a project. 
3. Organizations must ensure that the time or period allotted to every project is reasonable 

enough for the efficient actualization of set goals. 
4. Enabling policies must be articulated to ease actualization of projects and programmes. 
5. Policies must be apt, carefully worded and easily understood. 
6. Proper enlightenment must be conducted to enable every staff to understand the essence of the 

policy and the need for them to imbibe the philosophy of the policy for effective team spirit. 
7. Policy guides the organization and the organization must have guiding rules or conditions to 

tilt staff towards the achievement of set programmes and projects. 
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