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Summary: In this work, the instruments within the processes used for planning the execution of projects in nonprofit organizations, NPOs, were identified: Scope, Time and Costs, as well as their impact on the performance of the projects and their improvement through the proposed model, which rescues the best practices of the world of the same entities, and at the same time, the practices of the business world that can be adapted to a greater or lesser degree were identified. For the management of the implementation, 18 instruments were found, most of them proposed and rescued from the business world; 10 of them were adapted for the ENL without problems in 100%; 4 of them for 36% of the ENL; while only 28% of the instruments from the business world could be adapted for the ENL. In general, it was possible to identify from the results that the NLAs do not have a functional structure that facilitates the formulation and execution of projects, since decisions are made at high corporate levels, which sometimes, together with the lack of experience, makes it difficult to apply the use of the tools and delays the attainment and attraction of resources through the projects. Finally, the model represents an initial proposal that can be analyzed, modified and is subject to continuous improvement.
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MODELO ESTANDARIZADO PARA LA PLANIFICACIÓN EN LA EJECUCIÓN DE PROYECTOS QUE PERMITA MEJORAR EL DESEMPEÑO DE LAS ENTIDADES NO LUCRATIVAS


    
        
            

Resumen: En este trabajo fueron identificados los instrumentos dentro de los procesos utilizados para la planeación de la ejecución de proyectos de las organizaciones sin fines de lucro, ENL: el Alcance, Tiempo y Costos, así como su impacto en el desempeño de los proyectos y su mejora a través del modelo propuesto, que rescata las mejores prácticas del mundo de las mismas entidades, al mismo tiempo fueron identificadas cuales fueron las prácticas del mundo empresarial que pueden ser adaptadas en mayor o menor grado. Para la gestión de la implementación se encontraron 18 instrumentos en su mayoría propuestos y rescatados del mundo empresarial entre ellos; 10 de ellos fueron adaptados para las ENL sin problemas en un 100%; 4 de ellos para el 36% de las ENL; mientras que de los instrumentos propios del mundo empresarial sólo un 28% pudieron ser adaptados para la ENL. En general, se pudo identificar a partir de los resultados que la ENLs no cuentan con una estructura funcional que facilite la formulación y ejecución de proyectos, ya que las decisiones se toman en altos niveles empresariales, lo que a veces unido a la falta de experiencia dificulta la aplicación del uso de las herramientas, y retrasa la consecución y captación de recursos a través de los proyectos. Finalmente, el modelo representa una propuesta inicial que puede ser analizada, modificada y está sujeto a la mejora continua.

        

        Palabras clave: Fase de ejecución, Entidades no lucrativas, Eficiencia, Eficacia, Modelo estandarizado

    






    Introduction

    In the course of history, a number of social and economic organizations have emerged, created with the aim of responding to the needs of certain groups in society, which due to their specificities do not belong to the public or private capitalist sectors in which economic entities are traditionally classified, giving rise to the residual field known as the "third sector". The third sector has gaps that have not yet been filled, since it is presented with two approaches: the first is the European social economy, of French origin, which identifies the non-profit sector. The second approach, called Anglo-Saxon, conceives the nonprofit sector as equivalent to the third sector, thus identifying it with nonprofit entities characterized by the application of the principle of non-distribution of benefits, including both entities (Ruíz, 2001).

The Non-Profit Entities, NPEs, also known as social economies, third sector, solidarity economy, participatory economy, among others, also known as social economies, third sector, solidarity economy, participatory economy, among others. They consider NLEs as a sub-sector of the economy, where their main characteristic, compared to companies and public entities, is related to the primacy of man and the social purpose over capital. Its main services are not intended for exchange through price and satisfy its target audience, which is found in different fields of action, such as: rural development, culture, education, health, adults, children, among others (Radrigan and Peniglalia, 2012).

In the legal and administrative sphere, NLEs differ from for-profit entities, EL, as those whose purpose is different, generally of a social nature, since they do not respond to administrative hierarchies subject to the law (Raffino, 2020). Many organizations, whether EL or ENL of companies or institutions, where tasks/activities are often confused with projects, due to the fact that both have similar characteristics: they are executed by people, they are limited by time and resources, they require planning, to be executed, supervised and controlled in order to achieve specific objectives and the success or failure of the organization depends on the focus of the results. The main difference lies in the fact that projects are temporary and have a defined end, while activities/tasks are continuous and repetitive and sustain the organization over time, produce goods and services, and do not end when they reach their objectives. (Lledó and Rivarola, 2007; Gardilcic, 2016). According to their nature there are multiple types of projects, but in this case we will only address the classification of projects according to their nature or the entity that promotes them, these can be: public or social and private (Meza, 2010).

Projects in ENL non-profit organizations consist of 3 phases: formulation, implementation and evaluation. The formulation and evaluation of projects in these entities have standardized models that are applied, resulting in projects that are very well formulated and in line with the reality in which they operate. However, the execution phase has very dispersed, non-standardized and difficult to apply instruments, which affect project performance. Project management boasts an abundant literature in relation to the application of instruments generated in for-profit companies (Siles, Mondelo, 2018). On the other hand, this is not the case for NPOs due to their essential characteristic, that of not producing monetary surpluses, which makes their performance difficult since they cannot be evaluated with objective criteria, as is the case of for-profit entities. Along with this, there are the purposes that NLEs follow, which are difficult to quantify, which makes it necessary to look for new ways to propose planning practices for project execution in order to improve performance. 

The current importance of non-profit entities is due to the role of the actors both inside and outside the institutions, who demand clarity and effectiveness in the management to improve their performance; since it is clear that the success of these entities is given by the success in their planning processes for the execution of their actions, satisfying the demands of their target population (Navas, Breijo, 2020).

Some nonprofit entities will incorporate practices in the formulation and implementation of planning mechanisms to improve their performance. Although these practices have been beneficial, they have not been analyzed in detail to know their degree of diffusion and use, since the studies reach a very incipient level, despite the fact that in the business field they are giving good results (Mason, 2020).

The management approach in general, and planning in particular, is an aspect that is being addressed by two disciplines, economics and sociology. However, none of this knowledge has satisfied all the demands for information that needs to be systematized and despite their socioeconomic relevance in the nonprofit field there is insufficient consistency in data processing and inventory of these entities, at the same time, an incipient qualitative research and identification of facts is observed, especially in matters of management of the execution of activities (Helming, Jegers and Lapsley, 2004; Radrigan, Dávila and Penaglia, 2012).

The execution or implementation of projects in NLEs has very little relation with existing research in the environment, thus, there is a fragmentation of knowledge (Mason 2020). The use of project execution instruments in public institutions is a recurring requirement, but this does not ensure the success of their performance, so it is necessary to take into account other aspects such as: the intrinsic nature of these entities, the importance of human resources and the knowledge of the different actors and their roles (Andalaf. 2006). The planning of project implementation was based on instruments such as participatory observation, in-depth interviews, surveys and the review of the current legal framework, and its results were aimed at projects of a public nature, thus breaking down a methodological proposal with its corresponding instruments, aimed at projects for undeveloped countries (Da-Fonseca, Hernández-Nariño, Medina-León, Nogueira-Rivera, 2014). 

As can be seen, the efforts for the use of planning instruments in NLEs have been continuous, however, there are still pending issues such as the effectiveness in their performance, which opens the doors to a range of future research (Moreno, Carrillo, Roldán, Parrado 2018), aimed at achieving an improvement in the management of project execution, a key aspect of performance (Mason, 2020). From this aspect of analysis, a key element to take into account will be the different actors that have a transcendental role in the management of this type of organizations (Aragoneses, 2017), this emphasizes the importance of strategic planning of human resources as another tool that enables the improvement in the overall performance of NLEs (Guo, Brown, Ashcraft, Yashioca, 2011).

Research on the studies carried out in non-profit entities show that they are very incipient with respect to the execution phase of projects, making it difficult to contribute to their performance. Therefore, due to the absence of instruments and practices, the market and the dynamics are analyzed to facilitate the performance of activities for the benefit of the population involved in the projects. At the same time, management improvement is sought to be implemented with the identification of tools, techniques and methods within the business sector or adapted to the characteristics of the non-profit sector (Leguizamón, Castillo, 2011).

This work identified the instruments used for project execution planning in NLEs, specifically the instruments for Scope, Time and Costs, as well as the impact on the performance of the projects, by proposing a model that rescued the best practices from the world of NLEs and at the same time identified practices from the business world that can be adapted to a greater or lesser degree.






    Method


    
        Diseño

        The research had a mixed level (exploratory and descriptive). At the exploratory level, it uses two types of research: literary research, which makes it possible to resort to statistical references of non-profit entities, data and analysis. This made it possible to obtain specialized information in the area of nonprofit management. The descriptive research made it possible to answer questions such as: what causes, what problems, how they are used, when, where and by whom, methods, techniques and tools for planning the execution of NLA actions.

    


    
        Population

        The main characteristic to determine the sample was to identify projects in development based on integral actions that are dedicated to improving the living conditions of the population and the most vulnerable sectors. The sample was "non-probabilistic" because of the use of criterion sampling by means of clusters: Group one conducted in-depth interviews with 5 non-governmental organization directors and 20 foundation directors. The second group applied a questionnaire to 5 technicians responsible for the execution of projects of non-governmental entities from 20 foundations.

    


    
        Techniques

        The technique applied was the unstructured observation used under natural conditions in the different circumstances and spaces where the population under study interacts. The structured interview was carried out by means of a questionnaire previously prepared and evaluated by experts in the area in order to gather information from primary sources at the time of the interview process and, finally, the closed survey, this technique was based on the recording of opinions and thoughts of project directors and technicians of nonprofit organizations.

    


    
        Validation of Research Instruments instruments

        The validation of the research instruments was carried out in three steps: first, an interview guide with a series of questions focused on the object of study was developed. Next, a questionnaire was formulated with a series of questions related to the variables of the object of study. Finally, the questionnaire was structured with 6 sections: a) Information on non-profit entities. b) Information on the knowledge of tools for project implementation. c). Information on the use of tools for the execution of projects. d) Information on problems in the use of tools. e). Information about the adaptability of tools. e) Observation guide. The research questions were categorized, designed, evaluated and validated by experts in the field.

    


    
        Statistical Analysis

        For the analysis of the data, an inventory of qualitative and quantitative aspects was made, following the following steps such as: Carefulreading of texts related to the tools and techniques used by nonprofit and for-profit entities. Categorization based on questions such as: what are the causes and problems encountered in the management of nonprofit organizations? Also, which instruments are used and which can be adapted, taking as a basis the Delphi method for a better adaptation to the object of study. Grouping and regrouping. Through the regrouping and conformation of analyzed documents taking into account: the syntactic, semantic, pragmatic levels and the objectives to which the research is intended to respond as established in the literature (Gil, Conti, Pulido and Prieto, 2002).

    


    
        Database Construction

        With the research data, a database is created in an excel file parameterizing the responses of the entities taken. The focus of the study is defined by each of the research questions, the data generated through descriptive statistics will generate graphs that allow us to interpret and obtain the first answers to the research questions. The detailed analysis answers preliminary conclusions and finally interprets and answers the objectives, the research problem, designing an effective communication process in the final document.

    


    
        Database analysis criteria

        First the statistical data were recorded: the amount (number), the sum, the mean, the maximum and minimum values, the standard deviation, the quantity according to the values, the percentages according to the values, and the total percentages, the increasing and decreasing values. Multiple response data were coded to facilitate statistical treatment; choice data such as "Yes, No, Maybe" were also coded for statistical treatment.

The open-ended questions, strictly qualitative, underwent a first phase of homogenization, to group answers coherent with the feeling of the questions, interpreted with a high level of alertness to verify the degree of coherence both internally and with other groups of answers. Some of the answers were linked to each other, which made it necessary to correlate the results. Also, in the analysis of the open-ended questions with more than one answer option, the following points were taken into account for a proper statistical analysis: 1) In some observations, the percentage of responses may make sense out of the total number of responses, giving a result of 100. 2) In other observations, the percentage of responses will make sense over the total number of entities surveyed. The sum should add up to 100. 3) In other cases, the % of responses will make sense over the total number of entities surveyed, and may exceed 100 if an entity participates in more than one option.

    






    Results

    For the empirical verification of the stated objective, several questions were asked, such as:Which phase do you consider the most important of the project? The answer to this question gave a glimpse of which phase of the project is given the greatest importance by the NPOs and was considered the one to which they dedicate the most time and resources; in this case the most important phase was project formulation, where approximately half of the nonprofit entities (48%) assign it as a priority, this is due to the requirement of the cooperation entities, since they ensure the target groups and that the project is viable. It was also possible to observe that only one third of the NLA budget is allocated to the project implementation phase (28%) and 24% to the evaluation phase, which was the least prioritized in terms of importance, despite the fact that it is a tool for verifying the achievement of objectives and scopes and, at the same time, proposes adjustment and correction mechanisms for future actions. 

When asked the question " Why do nonprofit organizations assign greater importance to the Formulation phase?they stated that it is because at this stage of project generation, problems and needs are identified that give the projects their raison d'être, and that the entities that prioritize project evaluation consider that this phase is the one that allows for feedback and allows for correcting deviations and errors. While the entities that opted to give greater allocation to Execution argued that this phase embodies the reality of the project, it also ensures its successful implementation. See Figure 1.

Figure 1. Importance of the phases of a project.

In response to the question "What instruments are used for planning the implementation of the Scope, the NLA, it was observed, as shown in Figure 2, that of the 4 instruments proposed (Analysis of Alternatives, Needs Matrix, Logical Framework and Programmatic Matrix), all four instruments were usedlogical Framework and Programmatic Matrix), priority is given to the logical framework, where -absolutely all of them- considered it to be the best known instrument in the NLAs and the cooperation entities. Unfortunately, they are not used to their true potential, because the entities only apply them in the project identification and formulation phase, and not for execution.

Figure 2. Use of project scoping tools

Now, consultingWhat instruments are used to a greater extent for the chronogram, it was identified that the use of the instruments specified above shows aspects related to the use in the NLEs. Of the instruments known by the LNAs, although to varying degrees, the one most commonly used is the logical framework (100%), which is not a specific instrument for planning the execution of activities, since it does not allow sequencing, establishing milestones, defining total and partial times for the project as a whole. On the other hand, although GANTT is known by some of the NLEs (20% of them), it is not used by any of them, which corroborates the lack of knowledge of its true potential. Similarly for instruments such as CPM and PERT are not used and are not taken into account for their applicability, since they would allow an optimal improvement in the execution planning for the project, thus ensuring time efficiency to achieve success in the projects, see Figure 3.

Figure 3. Use of tools for project scheduling

With respect to the question "Which instruments are used to a greater extent for costs", it was found that the budget instrument is the one most used for planning the execution of project costs in the NLEs (this is shown in Figure 4). Cost estimates as a tool are not used in any of the cases studied. Therefore, it can be deduced that budgets are not prepared efficiently by the NLA, since the second instrument is a necessary complement to the planning of cost execution in the project. This cost situation that has been presented, is one of the concerns when referring to the complementation not only of cost techniques, but also the interrelation with other processes such as time and scope of the project (Siles, Mondelo, 2018).

Figure 4. Use of instruments for project costs.

For the question"How does the degree of use of instruments for project scoping affectthe degree of use of instruments for project scoping", it was observed that the causes of the degree of use of instruments for project scoping have little effect on the performance of projects in the NLEs (68%). Despite the fact that several instruments are not used for scoping, the Logical Framework is still the most used, it is very complete and adequate for this type of organizations, it was also observed that the degree of use of instruments for scoping affects the performance of a third of the NLS (32%) since they state that it is important to diversify the use of instruments for this process or phase (see Figure 5.).

Figure 5. How it affects the degree of utilization of instruments for outreach.

Figure 6. showshow the degree of use of planning instruments for the project schedule affects the degree of use of planning instruments for the project schedule, as the planning of the execution of schedules is related to the activities and times of the project in the NLSs that use the Logical Framework to a greater extent; however, despite the importance of this technique, it is not exclusive, nor is it adequate for the planning of the schedule. With the application of this tool, non-governmental entities only list activities directed according to objectives, they do not have logical sequences, nor the establishment of fundamental milestones to optimize project times. The exclusive and reduced use of scheduling instruments affects project performance to a regular extent for more than half of the NLS (56%), while almost the other 44% stated that they affect project performance to a greater extent. This means that the NLEs do not have the necessary instruments to optimize project times, compromising the degree of project efficiency.

Figure 6. How it affects the degree of utilization of instruments for the schedule.

Figure 7 shows how NFEs are affected in their performance through the question"How does the degree of use of instruments for planning the execution of costs affectthe quality and quantity, process of the costs of the instruments for planning the execution on the performance of the NFEs", it is observed that 64% are regularly affected, while more than one third (36%) indicate that if the costs are not adequately managed, they will directly affect the performance.

Figure 7. How the degree of utilization of techniques and tools affects costs.

To find out which instruments used by private companies with the PMBOCK approach can be used or adapted in the NBS, technicians were consulted on the basis of the diagnosis and real capacities, which make it possible to use and adapt the dynamics of nongovernmental entities to improve their performance. The technicians identified that the instruments can be used and adapted to their dynamics, among them are: Analysis of Alternatives, Needs Matrix, Programmatic Matrix, Logical Framework (specific to the NLAs), Budgets, Quotation Tables, Supplier Selection, Hierarchical Diagrams, Expert Judgment, Responsibility Matrix, which are 100% used and adapted without problems in the non-governmental entities. While instruments such as Market Research, Estimation by Analogy, Parametric Estimation, Estimation by Alternatives, can only be used and adapted without problem in 36% of the non-profit entities.

Figure 8. Techniques and tools that can be adapted.

It was also observed that instruments such as: PERT, CPM, GANTT, are usable and adaptable, only for 28% of the NLEs, where almost 2/3 of them manifest themselves as instruments that are strictly quantitative and do not take into account the qualitative aspects in the processes implemented by the nonprofit organizations. Also, it could be determined that the Cost Estimation instrument, can be used and adapted without problems in 40% of the NLEs (see Figure 8.), these results give support to those found in the results as mentioned in the literature (Siles and Mondelo, 2018).

Figure 9 below shows the instruments that are inserted in the proposed model. These adapted instruments are for both the business sector and the NLA, which rescues and adapts good practices that complement their application in the planning of project execution, thus improving efficiency, effectiveness and performance impact in the NLA.

Figure 9. Execution planning model.

For the Scope instrument, the Logical Framework in the NLA followsa cause-effect or means-ends "logic" to relate all the elements of an intervention. This methodology covers 3 areas: the analysis of the context of the intervention, the ordering and structuring of ideas and the presentation of the project in a clear and standardized way as shown in Figure 10.

Figure 10. Logical Framework Instrument.

In order to know the EP Programmatic Structure, the project team starts the breakdown of the activities starting from the central objective of the project up to the level of the Lines of Action. It is a structure that facilitates the order of the different levels in the PD: 1) Project objective: the central objective of the project to be achieved. 2) Components: the set of products grouped according to their nature. 3) Action lines: the groups of activities or tasks that are performed to achieve the project's outputs; it is the lowest level of the WBS. Figure 11 shows a diagram of the hierarchical ordering of PD.

Figure 11. Instrument programmatic structure.

As an extension of the PD , a scorecard was generated that incorporates the assignment of staff responsibilities, directly linked to the objectives of the components and lines of action as shown in Table 1.

Table 1

Scorecard

    
        
            
                

                    
                        	
                            Equipo
                        
                        	
                            Componente 1
                        
                        	
                            Componente 1
                        
                        	
                        Componente n
                        
                    

                    
                        	L1
                        	L2
                        	L3
                        	L4
                        	L5
                        	L6
                        	Ln
                        	L1
                        	L2
                        	Ln
                        	L1
                        	L2
                        	L3
                        	L4
                        	L5
                        	Ln
                    

                

                
                    	Personal 1
                    	A2
                    	A2
                    	A2
                    	 
                    	 
                    	A2
                    	 
                    	A1
                    	A2
                    	A2
                    	 
                    	R
                    	R
                    	A1
                    	A1
                    	 
                

                
                    	Personal 2
                    	R
                    	R
                    	 
                    	A2
                    	R
                    	 
                    	 
                    	R
                    	 
                    	 
                    	A1
                    	A2
                    	A2
                    	 
                    	 
                    	A1
                

                
                    	Personal n
                    	 
                    	A2
                    	 
                    	 
                    	 
                    	 
                    	A2
                    	A2
                    	A1
                    	
                    	 
                    	 
                    	 
                    	 
                    	A2
                    	 
                

                
                    	R: Responsable
                    	Ln: Líneas de acción
                    	Ln: Líneas de acción
                    	Ln: Líneas de acción
                

                
                    	A1: Apoyo Primario
                    	 
                    	 
                    	 
                

                
                    	A2: Apoyo Secundario
                    	 
                    	 
                    	 
                

            
        

    
    The instrument for the determination of the Time (Chronogram) or Critical Path Diagram PERT, CPM was defined starting from the beginning to the end of the project and took more time compared to other routes this presents spaces or slack between activities, which means that any delay in any of the activities could affect the route resulting in a delay of the project as shown in Figure 12, which has a network of a project with four routes.

Figure 12. Instruments for the schedule, critical path. Note. Source: Project Management Institute.

The Gantt chart shows the expected duration of the different activities over the total project time. This method is frequently used to represent the project schedule since its graphic presentation favors its comprehension; basically, the diagram is composed of a vertical axis, in which the activities that constitute the work to be executed are established, and a horizontal axis that is shown in the form of a calendar and the duration of each one of them. The activities are presented in the form of a bar or line showing the start and end, the groups of activities related to each other and the dependencies between them as shown in Figure 13.

Figure 13. Gantt chart tool. Note. Source: Project Management Institute.

An important part is the project schedule (Table 2) whose technique is very similar to Gantt, but is intimately connected with the Programmatic Framework and the Logical Framework, which relate the times, activities, objectives and persons responsible for the project and is widely used by ENL.

Table 2

Correlation table, knowledge and use

    
    
        
            
                
                    	Código
                    	Componentes y actividades
                    	Indicadores de actividad
                    	Responsable
                    	Calendario en meses
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                    	2
                    	3
                    	4
                    	5
                    	6
                    	7
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                    	11
                    	12
                

            
            
                
                    	C.1.
                    	 
                

                
                    	C.1.1.
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                

                
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                

                
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                

                
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                

                
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                

                
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                

                
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                    	 
                

            
        

    
    
    Once the project schedule was established, we proceeded to establish the Cost instrument, the process consisted in generating a cost curve, first the financial resources of the project were organized to complete and achieve the objectives within the approved budget, then the cost processes were analyzed and the cost use curve was determined, which contains: a cost estimate, the budget analysis and the creation of a baseline, in which the correct cost estimate consisted of assigning a cost or value to each of the activities necessary to produce a result and was represented by the S curve that represents the uses of resources as a function of time, the graph means as the beginning of the project, the low expenditures, then the increase and finally a reduced measure of the completion of the project, as exemplified in Figure 14.

Figure 14. Cost S-curve. Note. Source: Project Management Institute

To generate the instrument for Costs and Times , Earned Value Management was used, which allows controlling the execution of a project through instruments such as scope, schedule and costs, thus enabling the simple measurement of project performance based on the planning. It is essential that the evaluation and control instruments be applied jointly with the cost, as well as the execution of the activities, which avoids the limitations of other techniques that are being analyzed in a partial manner, without having an overall view. Earned value management compares planned work with what has actually been completed to determine whether costs, times and tasks performed are being met as stipulated. The use of earned value management relies on project data to compare planned and completed work at a given point in time. The result is a measure that indicates the progress to date and estimates the remaining time and budget to complete the project. Figure 15 shows the relationship between the different elements of earned value management obtained from the technique: the Actual Cost (AC/Actual Cost), the Planned Value (PV/Planned Value), and the Earned Value (EV/Earned Value).

Figure 15. Earned Value Management. Note. Source: Project Management Institute.






    Discussion and conclusions

    




    Discussion

    In direct relation to the research objective, it was noted that the NLAs do not give greater importance to the project execution phase, while the formulation and evaluation phases are given greater priority. This causes these types of organizations to fail to develop and use tools for performance management, especially those related to Scope, Time and Costs. Another cause to highlight is that, of the 3 standard processes in Project Execution Planning, which have been taken into account in this work (Scope, Time and Costs), only the Scope is prioritized, which is closely related to the nature of these organizations because it comes from the donated funds, does not induce a cost/benefit analysis, and for this reason, it is not given greater importance to the instruments to rationalize the use of resources to achieve the objectives.

The instruments used for the Scope, Time and Costs processes are very limited, sometimes only one instrument is used, when there is an average availability of at least 6 instruments per process, or even when an instrument is used, it is used partially without using its true potential. The effects caused by the degree of use of the instruments are differentiated on the one hand for Scope, and on the other hand for Time and Costs. This may be due to the fact that the NLAs define their objectives, areas and populations in the project formulation phase, which is the best known and most experienced phase, having little impact (68%) on the performance of the entities interviewed.

On the other hand, the effect on performance in relation to Time and Costs is important (regular) and very important (very important). The low use of instruments for project execution causes the effect on performance to be between important and very important, between 56% and 44% for time and 64% and 36% for costs, which affects performance in an important and very important way, respectively. Of the 18 instruments found for performance management proposed in the study and mostly rescued from the business world, 10 of them can be adapted without problems for 100% of the non-governmental entities; 4 of the instruments can be adapted for 36% of the NLA; and the instruments from the business world can be adapted for only 28% of these entities, this means that a greater effort would be required to adapt the instruments, as well as more training for those in charge of implementing them. Finally, the instruments for the improvement of project execution based on Scope, Time and Costs were rescued and adapted, so that the NLEs have the standardized model proposed as a minimum to improve their performance. This model represents an initial proposal that can be analyzed, modified and is subject to continuous improvement.





    Conclusions

    The instruments of the project execution phase for ENL that are currently used by non-profit entities are within the processes of: Scope, Time and Costs, these instruments have adverse effects on the performance of the projects, since their use is very restricted and limited. Of the 18 tools found for performance management, which were mostly developed and rescued from the business world, 10 of them were adapted without any problems 100% for non-governmental entities; 4 of them for 36% of the NLAs, while the business world's own tools can only be adapted for 28% of them. In general, it was possible to identify, based on the results, that the NLAs do not have a functional structure that facilitates the formulation and implementation of projects because decisions are made at high levels, which sometimes lack experience in evaluation, making it difficult to apply the tools, delaying the procurement and attraction of resources through projects. Finally, the instruments for the improvement of project execution based on Scope, Time and Costs were rescued and adapted, so that the NLEs have the standardized model proposed as a minimum to improve their performance. This model represents an initial proposal that can be analyzed, modified and is subject to continuous improvement.
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