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LFA AMDITS USERS
Tha Logical Framewasrk Approach-described in this manual 15 based on
the " Logical Framework® method, which 5 a way of structuring the main LFA IS ATOOL FOR IMPROVING THE QUALITY GF

elamants in a projact, highlighting logical linkeges between inlended § PROJECTS

inputs, planned activilies and expacied results B

The tirst " Logical Framework” wes developed tar LIS, AID at the end of

the 1960, and has since been ullized by many of the larger donor

organizations, both mulilateral and b@ateral OECD's Developmant

Assilance Commitlos B opromoting use of e mofaed among he

mernber countrias. The Mordic countries have alio shown interest in 1ha Th 1 i
& b ; & Logical Framework Approach s

se of the “Loglcal Fran k*. and in Canada i d S i
u OQiod] FraoweOrs. . BNC N Lanara e appeoach k- Lee an analytical tool for abjeclives-

not only in development aid oul also in domastic public westmant in ; g i
general, onanted project planning and

The approach to Logical Framework Analysis preseniod balow is basad management.
t2 A large extant on the methodology developed by UM orgamzations
and [he Gorman Agancy for Tachnical Cooperatlon, GTZ,

Throasgheet thg hancdook the word “project” (6 usad 1o ity adl

of development interventions, including propects, |:|.n|:p|;|rm1$1||,!:|‘1-11‘em:'I 5|ut|b:l|l|]:: Tiwechiey Wnids yre:

e, - Objectives oriented
Section one ol s harefbook is @ general background desoription,

Egaotion bao dascribes & planning proceduse which can help the partnes - Target group orented
malitulions to designe a peogramme or project.  Section thiee describes

sama toole which can help the Parnar and the doner assess the loale, . Participatary
conssstency ard complelonass o a projectprogramme design,  Finally, #

seciien four ghves a bred gersral descriplion of how the LFA
mathodsiogy can ba used af diforent stages of mplemantation,

Further mnformatien on how the LFA mathodology is applied in evaluation
according 1o the so-called Infegrabed appropch, and how & (s applied in
programme ceala managemand in Morwagian develapment assistance is
awitilabka in the fefowing bwo handtoohs

Evalualion of Development Assistance.  Hanatsook for Evalusfors
&nd Mavnagers. Foyal Minising of Forelgn Alairs, Morway, 1083

Frogeammia and Project Cyole Management. Maial for
Govemment in Govemmant Devalopiten! Conperaron, NORAD,
1596,




THE PEROE AMD CONS OF LR

The advantages of wsing LFA are the foll owing:

— i ansures sl fundemental questions are psked and weaknesses
are analyzed, in order 1o provide decision makers with belter and
mora ralevant infomation,

=+l quafes syalematic and logical analysis of the mterrskisd kay
alemants which conglilite 3 wial -designed projact.

— i improvias plannang by highlighting linkages batwann propes
alemeants and external fasiors,

= |t provides a beller basls lor systematic monitoring and analysis ol
the affects of projects.

— i taclabes comman undarstand g and betles commaunication
betwsen decision-makars, managens ani alhar paikies voived in
tha projesl.

= Managemend and adminisiration benefit from standardized
procacdiires Tor collacting and assessng informslion.

= The use ol LFA and systematic monitosng ensures condinuiby of
approach when original progect staff are replaced.

=+ Ag mode insttulions adopt the LRA soncapt & many LaaiBials
m‘l‘lmuniﬂi‘llﬁ:ln betwesss governmenis and donol agencias.

~= Widespread use of the LEA formal makes it sasion io undarakes
both sechoral sludies and camgarative studies in ganaral.

Thaz limitations of LFA ane the following:

== Fsgidity in progeet administralion may anse whon objectves and
extarnal fvctors specifiod ab e aulsel are over-emphasised. This
e b evoloed by regular project reviews whara the kay
alamants can ba re-ovaheated and adiasked,

== |LFA s ageneral analyticiool. I is polcy-nsuiml on such
quastians &5 ncome distribution, employmant opporiunilios,
Access o seqourced, ocal paicipation, cost and feasibility of
slrategies and technology, or alfecis 0N o anviionimert,

—=  LFA is thorelore anly ane of sevaral tonole b be used during
projacd. preparstion, mplameantabon aod evaluadion, aod i dees
nied repkaca targal-group analysis, cost-bensfit analysis, time
plamning, impact analysis, ete.

== Thie full benelits ol uillzang LEA can be achileved anly thinough
systamati: fraining of sl parties mealead and malhodoiogic)
Foall -
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LFA ENHANCES PLANNING, ANALYSIS AND

COMMUNICATION,

Using LFA helps:

clarify the purpose of, and the justifi-
cation for, a8 project

idantify information reguirements

clearly define the key elements of a
project
analyze the projects setting at an
adrly stage

facilitato communication betwoen all
pariies involved *

identify how the sucocess or falure of
the project should be measured
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COMCERTS LUSED M LEs

Trar proaos of slewplopment garojacls s b oincduce ceonge whinese
rezults are cesired wihn ihe projsct srviromment 3073 sansy ek age
Wi asfionng thal here B oaeesal agreemont asgul he icigprnegd
situation before propecd plenning takes pace. Thes will meke i possioe |2
agres upan e pde g e e dewenrall) Gosal <A the prsjogt

Ma cevenamrmnenl grojencls ekist 17 @ segiEl wacuwe 1 oz hal e
Zzeired fudure sibeatien & assovibed an sw2h 2 way that o 3 oossioke 1o
<he2k at o der S1age toowhial oabes] b project "y Baan socgesgled e
it b2 0s abjestves and he target groupa.

S olpwsoomeant oroescl 3 pased on Je impwt of resowrses. s
e aTenatin ¢f codain sfivilkes, and will resull in a0 oeDer ul
auipuls which ara sxpscled 10 conlabeie 13 ‘he cetired cbjacivas.
nputs. A2fmnes and oonka:ts e ohonents ol goprajesk: e ane Sef e
-hamrsehlvas @ medsure al saecess of fanue

The success of a projest depands upen a Adrber of facicrs (Ral can e
contralled by thn gprojec camngooeonl, s well as 2pon o menkae ol
Arcrral assuamptlons. Ounng olenning and  imoeenenlaman ol s
exzrefely irmp<rlant o nhmeile, mornar ana aeabere sxlsrsgl asscng
Lavi, singe they Tay cause the projact 12 [3:0 even F it 12 imelemsnted
as plasnrl,

C=timhiee s i <l cxpipils Sl in B E A appse in A e 2
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THE DEVELOPKMEMNT PROCESS

I fiwe Logical Frigsnewoek Approach a development project is ssen as &
causally linked seauenso of ovants. These are describad @ e leveds
masdionad above (p. 180 Inputs, actiniies, outputs, purpose and goal,
Since # iz nol cerain that these evants will aciudlly happsn, Ihe process
i= S0En &% 8 segience of developmen) hypotheses thal can be enahyzed

and desaribed.
Gl .-..._l Armirmpbing
* R
P ...._| Assunplion
L} e
Chgliits | el
4
ferlnTio e ..q._I l-rr-n'rphl'rl]
) ]
Irgusy d_l mﬂrﬂ]

Thi wwariainies of the process jre explained by assumpliong &l each
leval These ane cutaade the diresl conired of the promct, but have 1o be
fullilled lee e gestalopment process 0 succeed.

Thir dérvesermant process is summarized in a matsy consisling of the
abowe basic slements: the Progact Matrix (PM).

We assuma that:

==l B irpuels ane
eva ikl then the
actiibles will take placs.

— if he activities taka
placa, hen the outpids
wil| b produced.

= if tie oudputs are
prodisced, then tha
purpse will b
achiawed.

— infihe lang ren this wil
contitute o ihe
fusfillmant of the goal

While tha cartainty o the Gar
lisr  hypolhesis may be high,
gincd e resulls are largoly
under the management ol e
projecd wam, B odimnshes at
the higher kevels.
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THE BASIC ELEMENTS OF THE PROJECT
MATRIX [PM)
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THE PROJECT AMD ITS CONTEXT
LFA analyzes the project in its wider contest, as can be ssen from he

ITS OBJECTIVES AND ENVIROMMENT

There & an impardand horigontal division between the project itsel
(haltom eft box) - and s obectves {lop left box), The project i whal
tho project admevsiaion should be able to guarantee, while the
objectives are ouf of the immediate reach of the prajact adminisiratian,
It is antizipated, that fhe projpel will significantly conlribute fo the
realizetion of the ebjectives.

There |5 also an important vertical division betwaen elaments directly
infuenced by ihe projact (edt boxes) |, and examal tactors outside the
control of the progect admintziration (right box). The latter are factars
wihkch wia expect will significantly influences the Seccess o faikee of the
project.

kdenlihying ey extemal factons at an sary stage will hadp in e selection
of an appropriagte project strategy. Monitodng both e fulillment of
chjpctives and the asternal {aciors during the [#a of the progaal and
actag on the idormation will inorease tho probacbility of stccass,

i
vl

PM on the oppasile page: i THE PM GIVES AN OVERVIEW OF THE PROJECT,
i
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THE ELEMENTS QOF THE PM
An aciual FW may conlain slemants additionel o hase on pege 13,
Usually & column for indicators |s added bo the doselopnent objactive,
by rmmediglie Gojpctbg and the culputs, The indicaiors specify Mw the
schigvemen| of ohdeclives showd he measemnd
Tha PM is reduced from & 3x5 to & 3xd malrix by moving the inguls box
[{e]
i = !
|
| I lindniors Asslnmhm] .I' |
_ ¥
. 8 i I
: Iichabars ﬁ A summptiang '_:_'- [
' £ 2
| e .
indicalors j;; [-As.'auwmmﬁ i [
-‘-1
a4 i
' 2l ] f-
i A = |
R Y R N I e s S S T B -
1n;u Spaca umlw thia i|'|ﬂ||:.u.1;:|r.h:. F.Elﬂ'l |:|I-I-:|'r'||a.|‘|l_ i.n thie PR Is described on
it opposde page. A mora deteiled descripbion appears 0 sedion 3 af
thils hanabook:,
T SRS S N

TR IS

1, GOAL 1. ININCATORS |, ASSLRIPTIONS

Tha “_EF‘E*"B‘«‘E‘ Measires {dirnct o Ingorant avanis,

ohjactivy ks irtiract] 1o verly o ciinn ar

Bt (hio geatecl what axlenl the chenEkING rEcessHry

b= eapecied o qeal i hutfilad for gusbarimgg

canintibe ohpacives in the
[HEARIE

{Mbardear fneges teans of varilieation

oLps} should b specifiadg)

2. PURPOSE 2 INMCATDRS 1 ASSUMPTIONS

The ediect whicl i herisuires (clirecd or el arvorils,

papeched i b ingEract} ba verily bo conidilions o doni

achkerd ag e il len] me Hiors oulskh me

ressidE Gl B progesc]

puinpacie & fulld ed

aanital ul e pro
et i sl .
wanl fior th dhavelop:

(el Lty {Muans of verilcation ik ciscihve o
frangs) ahould e spocifind) b it
3 QUTPUTS 3, IDICATORS 3 AEEUNPTIONS

Tho rasuils thal Jikg
HHECE i Brmend
sfcasd bz sbde ta
guaararmas

(i el

Measires (dmast ar
Ircliesct) winbch wegily
B0 Wil sadanl Sha
CEIpRilE ahe pro-
dupiel

IMeans al verilcation

Impntant sverds
NGNS 61 deci-
siores cailskin {ne
comliod al 1w pwo
e mareEeaiic,
nacisEzany far b
skl o e

CraLps | Ecdikl Da g pecied) rmenodinlo obpcrie
1. ACTIVITIES 5 INPUTS 4, ASSUMPTIONS

The acinalivss fhat

L THCR R R e
Lken vy ey projact
Bl ok Lo produce
Il ol

Cioiks anid S rvices
Hedssany o undaer
I e Rcihities

Ienpergant overis,
U A 4] i
sans mAsioe e
eondicl of the prajact
mEIKIgR I
PsfEeiaasy fod he
produchen of fie
GUEHAS
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LISING LFA,

LFA can be used nol only during initial plannng, but also as a
managemen] tool during project implamantation.

During the planning execise the padicpants nvohed meke & siep-
by-slep analyses of the prevailing eduatson and what measures showld be
undertakan - ag deschibad in section 2 ol this handbook. The PM iz tha
end result of the LFA planning process.

Tha PM should than be used as a siarng pond for lommulating the
techinical pan of the formal project agreemant as well as the defailed
plan of operations. t will serve as a major point of reference throughout
the Me of the project, pardicularly for mondoring and svalualing B
ot

b mary prgects LEA will also be ussd during implsmentation  in
connecion with project @diews, plannag of exdansons, rA-designs, aie.

The utilization of LFA ks discussed in some detadl in section 4 ol this
handbook,

18
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THE PM IS A MAJOR POINT OF REFERENCE

THROUGHOUT THE LIFE OF THE PROJECT

Project implemeantstion
il
Frojec
B
Il\‘- -
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THE LFA WORKSHOP

Tha LFA workshop is @ msjor instrument for project planning and
analysis. [t can ba organized in diferent weys.

In its simplas) form it can be a brsd, internal esercise caried oul &t an
ararky sty in ok {0 decide whathar of not to continus planmirg {ha
projuct Or B can be moe extensive, depending upon whether the
peejiel I8 new of ongoing; & simple, imited concepl ar & complax
integrabed one, alg.

The more exensive LFA wokshop wedd ypically last from & 1o 12
days, andl ba carried out in the project area with participants from all
parties imvolved in order 1o prepare the aclual project desgn,

An exiansive LFA workshop would typically consist of reprasantatives of
the partner coumtry at national, regionel end iocal leval, the donor
egency, affeciedfinvolvad organizations and nstitutions, and refevani
gpecialisie. This s because fulure cooparation i likely 10 be smoother
and mone praductivg 4 al those imobied have daveloped the proact
dasign joinily and have agreed on the objectives.

Representatives of the nfended beneficlaries should be imvolved, sither
direcdly In the workshop, or indirecily through simplified wordishaps using
adapled communication means, where they can express their opinions
avrl priceitios.

Whenower feasibla the venue for tha LFA workshop should bBe the
[OgECt ares,

The warkshop should be lacidated by an LFA  specialist,. The

lac#atormoderator shoukd preferably be independant both of the donor
agancy knd the panner govarmmant

20
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THE LFA WORKSHOP

Whanever feasitde, the LFA  workshop
should:

— be undertaken in the project
anea

= Include representatives of all
invelvaed parties

=+ Dbe facililated by an independent
LFA facilitator'moderator

21




THE VISUALEZATHON TECHMIGLIE

Visualizabon is used i the LEA workshop to make thinking, discussion and
work processes ag efficient as poasible. The visualisation tachniqus makes
exianss usa ol colourad cards to display and analyze opinions, Tha main
principle is that il contributions made By the workshop parficipsants shouid
imrradistely’ e weiltan dovwn on cards and pinned §o the wall for evenybady
to soe by this way discussions are ralionalized and deapesed, the resulls
ire grivdually rmproved.

Tan practical rules conceming the viauallzation lechnigue ans:

1. Be positive: formukate all suggestions on e cards and
awcid time-consuming arguments,

Only one slatement per card, cheaty willan, and b,

a  Word the message cleorly and distinctl: Slck o fecls,
avaid speculation o slanedlyies and unclaar abbrevaltions,

A The moderalor hefps e padicipants oaganize  (hei
suggestions - the cards, and chairs the discussions,

g A moderalor's volvement in discussions should be  limited
o aspecls of LFA methodology. The modemter should
fafrain fram gedting invohead in substantive discusslon.

& Cands wilh gensral statements shoubd be replaced by
Senveral mona specific cands,

T Stalements can be changsd or moved temgporarily, by the
mgdaryior, when requesied by the paricipants

g, Stalments can ba changed or moved permanendly coly
when all the panicpants agres (consenses),

g, M discussions become lengthy o unproductive, they should
b {Eemposaring discontirsed by apphing the " rafic signe"
an e opposie page. The lesn shoukd then procesd with
olfvar aspacts of e probiem,

jo. Liees indicaling causal relationships shousd not be drawns
uriil the end of the seasion

P

~ TRAFFIC S1GNS" FOR LFA WORKSHOPS.

22
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SECTION 2
PLANNING WITH LFA




A LFA workshop facuaes on key aspacts of a comples exlsting sduation
iy this pRrrer couniry.

The comprehenaivenass of the planning exercise will be delermined oy
the

= amaurd of infommation available

=~ pomplaxity of (e probleme to be handled

= pumbar end capabdity of the padicipants
Tha point of gaparture for the LFA wodkshop should Deoa paper
describing current problems in the project area, 0.g. @ pre-feasibility
study or Information compiled specifically for this purpose

Such information should be avaiable fo the participants befora tha LFA
wiorkshop is onmnized

Aaloyant inlormation on the varous intemest groeps, her nesds,
socin-cullural situalion, ete., should alss be avallabla,

The analysis is conducted in four conseculive steps, dentibying the most
diraat and essentipd causal relstonships, followed by Three planning
sleps wiere he progect is designed.

Thi steps in the LFA workshop are summanzed on the opposio gage,
and are daseribed n delail on the following pages.

A briel exampls which eaplaing how the analysis is dang is intluded &8
Annex A

2

ANALYZING THE SITUATION
1. Panicipation analysis

2. Problem analysis

3. Objectives analysis

4. Allernatives anabysis

DESIGNING THE PROJECT

.
.
[

Praoject elements (PM)
Extemal factors [P
Indicators (PR

27
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STEP 1: P@T&ELPA’I‘IGE M'IALYSIS
il m%w 3

L e =l

4 .
B e thesirasseali e BCRCE TV E TR T DR T --‘- -H rremir

Lack of knowisdge among development plannors both on the donor and
pariner side aboul the people atleciad by developmant projects has proved
o b & common cause of project probloms, a5 evidenced in NuMaroes
gvaluation reports and siudies,

- |
[ |
| A& the lirst step, thersfore, a comprehensie picture of the interest |

groups, the indviduals and instiutions involved has 10 be devaiopd |

Drganizations, authorities sl diferant levels and inferes] groups have
different matves and imarests, |l is of lundamaental importance to analyze
the mberests and expectalions of the verious padicipanis both aarly o0 in
the planning process, and laber during s @nplementaton of the project

& fundamenial raquirerment of all development proscts s that the
cbjactives mligct the needs of the society and the interast groups, and nod
rmataly the imamal nesds ol inslitdiong

All parties whose views it is necessary lo investgate m order 1o undersiand
the probikm shoald be lsied, as well a5 all groups which are likely o ba
affectad by & possible devalopmant projec] in the o, posavey or
negEtividy, drectly or indanactly.

In ordos 0 deepen the analysis, the individusl paricipants in the workshop
could be assigned to reprassnt the positons of diffenent groups during the
working sesslons,

28

IDENTIFY ALL PARTIES INVOLVED

1. Write down all persons, grouns
and institutions affected by the
problem enviranment,

2. Categorize theme.g. interest
pgroups, Individuals, organizations,
authomies, atc.

3. Discuss whose inferests and views
are to be given pronty when
anakyzing the problems, Specify
gander.

ey




LOOKING AT SOME OF THE GROUPS o =

Basad on the mbamation availabie and the Insight and experienca of the

mdiviceal participants, 8 mome detailed analysis can ba mada o &

selection of the groups dentified, P e = RO NEIONE O
Tha pasticipants in th LEA worksiog should dacide on the criteria to ba

piad In this anakysis. & suggestion is given on the opposite pega. { 4. Select the most important grouns.
Once the criteia are established, the main characteristics of the

individual groups should be idaniilied accomdingly. g 5. Maks a more detailed analysis of thosa
Whare diflaraness in opivion botwoaen the paficipants make it difficun to - groups, e.g. in terms of

procead, the discussions should be discontinued by applying the “traffic :

signs", These will sarde as reminders 1o collect more information or seek a. Problems:

ffication | imthe :
o st The main problems affecting or facing

the group (econamic, acoltogical, cultural,
Blc.)

b. Interests;

Tha main needs and interests as seen
from the group's poind of viaw

. Potential:

Tha strengths and weaknesses of the
raL)

d. Linkages:

Main conflicts of interests, pattemns of
cooperation or dependency with other
CIreaLps

H
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ESTABOLISHING A PLANNING FERSPEGTIVE

I i of particular imporance thal he parfizipants in the LEA workshaop
ara able to agree on whose inferests and vesws Bre fo ba given priomiy
whian thet analysis ol problams is Garried oul (Skep 2] Relevan issues la
hiave in mind are;

= Which are [he groups mast in need of exdermal assistance?

= Which interest groups should be supported n ardar 1o ansone
positive dovelopmant?

= 'What conflicts would ococur by supparling given inbares1 groups
ancd whist maasures can b aken o avoid such condlicls?

SET PRIORITIES

6. Decide whose interests and views
are to be glven priority when the
anmalysiz of problems is carmed out
{stap 2).
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GEMERAL

l On the basis of avallable mformation, the existing siluation is
analyeed: Lo, he major problems are iHentilied and the main causal
| redationships bateszan (hase gre vlsualized it o problem iree.

Tne mandate of the LFA workshop may often be restrictad 1o one specific
sector, subseclor, area, ete. In other cases the workshop I8 conduched in

cannection with cne particular angoing projact.

it 3 mpordand thal all possitée oplions remain opan during the peotem
arsdysis, The sim at this early siage is 1o eslabdsh an ovenview of the
shtuation: fafer in tha procéss, the perspeclive will ba narmowed and
clesspenid in order (o prepare for the design of & eojec

-

FORMULATE PROBLEMS

1. Identify existing problams - not
possible, Imagined or future ones

2. A problem is not the absence of a
solution - but an existing negative
state

Example:

No pesticides Cron is infast-

. are available ed with pasts

Wrong Right

3. Only one problem per card.




IDENTIFYING A STARTING POINT

Each participant writes down a suggestion for a focad proplem, i
desoribes what havshe considers e central point of the overall problem,
The theme guiding discussion and selection of the focal problem is the
interasts and problems o the nterest groups, persons and insEulns
invahed.

The workshop should then discuss each proposal and Iry 0 agree on
one focal problem

if agreemean cannol be rmached, hen:

— arrange the proposad problems in @ problem iree, aceording 1o
ihix cavsal relations balwaen tham,

— Iy Bgain to agree an the focal problem on the kasls of e
orearviow achiewed m Lhis way.

il 218 no consensus 15 achsved, Een:

=y brainsierming, role games, o oliver decisior-making aids,

—  walas| the bast decigion, e.g. by awarding ponts, o

- decide erporariy on ong, continge wark but retum o discuss the
altarative focal protbiams.

Whenever possible, avoid lermal vobing to obdain 8 majority decision.

]

-

SELECT A STARTING POINT
based upon available informatkan
tbrainsiorming}

2. Select one foeal probfem for the

‘ 1. ldentify major existing problams,
[
I analysis

ar

i
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DEVELOPIMNG THE PROBLEM TREE

The substantisl and direct causas of Ine tocal problam are placed paralie
undenneath (L.

The substantial and direct eftects of the focal problem are placed paralled
an the ling akee it

Causes and ellecis are further devedoped along the same prancipla to form
trn arablam tres,

The problem analysis can be concluded when the padicipants are
corvinced thal afl essential irformation bas Been included in the n-gmmrk iy
order to explain the main cawse-cffect rolationships characterizing the

prodlem,

DEVELOP THE PROBLEM TREE

3. ldentify substantial and direct
causes ol tha focal probdem

4. ldentify substantial and direct
oifects of the focal probiem

3. Construct & problem tree showing
the cause and effect relationships
between the problems

6. Heview the problem tree, verify its
validity and completlenass, and
make necessany adjustments.
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STEP 3: OBJECTIVES ANALYSIS

1 3y § E — LN
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DEVELGFIMG THE CBJECTIVES TREE

In the ohjpctives analysis thi: problem tree is transtormed inle a rea of l
nhiaciivas (futume solitions of the problams} and analysed.

Working fram the top downwards, aH problems are reworded, making Them
mio afjectives (positive stelamants).

-~ Tha foonl prablem is simdary fransformad mio an objective and B o
knger highlighted.
= [ifficulties in rewonding may e solved Dy clanfying the arigins
pealilen staemeant
IF the stalements make ne sanse after being rewonded from problems, wrile
a replacament ohjeclivie, Of eve the prablam unchanped.

Check that mesting sbipdiives al one level are suffizient 1o achieva fhe
objective al fw naxt level

Prablems: ' If cause A thien effecy B
Objectives; 'Means X in order to achieva ond ¥

Caution: Every cause-elect relationship doss nolb autemalsally becomes a
means-end relationship, This ¢epends on the rewording.

Warking from fhe bollom upwands, ensurg thal cause-gifect retationships
fawea Dgeoma means-ands relationships,

Frally, drgw lnes fo indicate the means-ends relscnships 0 fho
objectivas thees.

A0

DEVELOP THE OBJECTIVES TREE

|

Ralormulate all elements in the
problem fraa into positive,
desirable conditions.

Roview the resulting means-ends
relationships 1o assura validity and
completeness of the objective
Irag.

If necessary:;
Revise siatemants

Delete objectves which appear
unrealistic or unnecessany

Add new objeclives whara
necassary

Draw connacting lines 1o indicate
lhe mesns-ands relationships.
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| The purpose of the altematives analysis is to idently possible
| altemative options, assess the feasibilly of these and agrea wpon

one projach sirategy, |

| S /

. : : i
Possibla allemative maans-snd branches i fhe coectives tree which tou
l.ra;nme possibte projects are idanlified and circied. Those means-and

oranches constiute fhe alemative options.

Altarnative options are numbered of Abseled, 6.9. produchon approach”,
“lncome approach®, T taining appoach”, el

Aatarming 1o the results from the paricipation “analysis (step 1. the
participants should then discuss tha allermative oplions m ik light of wihich
interest groups would ba athected by them and in which ways.

IDENTIFY ALTERNATIVE OPTIONS

ldentity differing ™ maans-ands”®
ladders, as possible altemative
oplions or project componants.

Eliminate objectives which are
olwiously nol desirabla or
achisvabla.

Eliminate obiectivas which ara
pursued by ather projects in the
Area.

Discuss the implications for |
affected groups.

ST
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SELEGTING THE MOST VIABLE ALTERMATIVE
Thi allemative options shauld be coneiderad in ralation o the following
criteria;

Tatal cost
! Benefits to priority groups
[ Probabliity of achieving objectives
[ Social risks

The workshop padicipanis should plso agres on any ofher ¢rilena 1o use
whizn RE=eseing the viabilily of the alemative options

Pogsibie criteria could ba:

Tochnical: Appropriateness, use of local resources,

market suitability, ete

Costs, financial sustainabilily, Tossign ox-
changa noeds, alo.

Finanecial:

Econamie: Eooncmic raturn, cost efecivensss, oic,

Institutional Capacity, eapability, technical pssiclance

Distribution of costs and benalits, gandar
[nzses, goclo-cuflural constradnds, local in-
volvemant and malivation, ate.

Envirenmental eliects, anwirenmonial
costs ve. benefis

Socialldistributional:

Environmentad:

The planning team should consxier the different critesia in relabion 1o the
altarnalive oplions and maks rough assessments, eg. highlow, +-

axtenaiveiimiad.
Basad on Ihese findings, the planning feam should agres on o project
atrategy.

A4

s e e

i

SELECT THE PROJECT STRAT-

EGY

Make an assessment of the
feasibility of the diffarent
alternatives.

Salact one of the allematives as
tha project strategy.

It anreement cannot be directly
reached, then:

Introduce addittonal criteria, or;

Alter the most promising option by
including or subtracting alements
from the objectives tree.

*
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| Onca the projoct strategy has been chosen, iive main project elamants \‘
| gre derved from the objectives trea and transferred into the fwst |
wertical column of e projact rairiz (P8 [see page 17}

Star at tha lop and work dowrwands
Dhacide cn one development objective and cno immedate objectve

if necessary, reformulate thi woedkng from the ohjectives rea 10 make them
frCre: agcurabe

The ‘goal dagoribes the anticipated long lam objgcive tormards which fhe
project will contribute {projeat justification)

Tho purpose describas e interded affects of fhe progct {progct puIfpoEs)
for tha direst benaticianes &5 8 preciely stated frture concitian.

Note: Thers should be enly one immedais ohjecti

Ihe outpuls are expressed &8 objeclives which the progct management
musl achieve and sustain within the Hle of the project. Their coibxinad
impact should ba sufficient 1o achisve the immedate ohjaclwe.

Mobe: YWhilis the project management should be abie i guaranies the project
outpuis, the immediale nbjactive ks Deyond thair dirasl controd,

Activitios are mpressed a5 processes. Avoid defalirwg acliviles, ndicate the
basc structisne and sirategy of the project

All oulputs should be numbered, Each activity should than be numbered
rilating it 1o fru: corraspending aput,

Maln inputa anm expressed in kEms ol funds, parsondil and goods.

Ak

DEFINE THE MAIN PROJECT
ELEMENTS:

1. Goal
Purposa
Outputs

Aclivitiaa

I S

Inputs

4T
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IDEMTIFYING THE ASSUMPTIONS

Assurnpdions desaribe eondilions that musl exst d the project is ko
succaed W1 which are cakside the direct contral of [ha projech
MENEFETIEM,

, PR

Start from the bollam and work upwards,

Examing whathar the inpuls sre sullicient 1o underiake the alicipated
activilies or whether addfional avants must Ao take place outside the
ol [ASsumplions),

Eomi asgumpliens can be derived from elemsnts in thae objacives (e
which ware not incorporated inko fee project,

Iderify assumplions at each leved in (he PM up 1o ihe devedopment
abjaelive havel,

Staring from the botlom, werify at all levets thaet ths proposals follow
kogically from each other and am complkete, Each level must conlain the
necesseny and sulficient conditions for the nexa level above (sea page 50,

Make sure thal te assumpdions are describad in such opermtionml delail
(weth indicators if possibla) thal ey e B mon@oned

Examplas of assumpdions:

- Feliowship mciments rebum to sesigned positons
= Looil insttutons collaborsin i planning astealios
= Changes inworkd peces can be accomodated wihin given badged.

IDENTIFY IMPORTANT ASSUMPTIONS

Aesumptions:

1. can be derved from the
objectives tree

2. are worded as positive conditions
(588 ohjeclives)

3. are linked to the different levals
in the PM

9. are welghled according o
impartance and probabiliny
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CHECKING THE ASSUMPTIONS I. 3
The signilicance of the assumplions should be asgesged in order o | |
inclicate tha chasves of prog@cl succass, | CHECK SIGNIFIC
€30 through e tist of assumplions one by one &t aach }wel.m fis P34 and THE ANCE OF THE ASSUMPTIONS ‘
check ils importance and probakiily, 85 shown on he OpposRE paga. [
Assumplians which are ethar very Bkely to ocour or not very important 1or
jhe ouloome o the project should be delebed.
N |
I the participants in the LFA wokshop determine thai an assumpdlon 1= : |
bati ufaw mportant lor the outoome Dut nol lkely 10 ocou. hen i is a i - . _— : I |
killing factee, W Killing faciors are found, the project must oiher ba i E:'-t-" inata the l:tliﬂ P —— T e .
changed 1o avoid thise tactors, or tha project must be dbandonad. ] R A :I._I:“_“. R “ﬁ_ ﬂ.ljl']__ﬂﬂ .t.il_(,ﬁ’: S |
[ * Mol impodant for the caltone i .
* ey liely o oocr
I' TN J'i""" 1-g- raad Tor - T |
B ) ! T , '
rapalNGy qlabiicenpic (0 i -5 vy T
o < Ao R
| :
: I
! .
Purposs B BEEE— Fusssim pacns | E e
L8 Includ (he assump | < el [
) tion mto the P8 and | 1 |
"” | ek sire pa; .
g ———— Assuriplane el - aorER il
e g |'.:_~'1_~, - TEgIl Chan s [
'%-;i'. - il passitln i
-_.'"”__ infainge it
[ . | s ;
fctivitins 'q ABEUMPROIT | ;:i}-:r'::l;l-i:-é:'.'ﬂ-.‘;.llﬁ"; STEx: e
: | b e &) 0o 1 !
—4 | |
o
Each Wvel in the PM must contain the necessary and suffcian) conddions
for Shie neat kvl above.




STEP 7; mmc&-’ﬂﬂﬂ&@iﬁﬂ e
GEMERAL

sk alons are specdied in the second column in the PR

T datails of the indicators delerming how we can  measons o whal
extenst tha oljectives have been achisved ai diffarent limas. Measmaments

an e
= Quansitativie, e.q. kilometers of rehakbilfastod roads

~ Qualative, 8. larmers’ cooperative functioning effectivaly
=  Behavial e increased use of sanfdany faciitias

Clualitative indicalors shoukd be made measwrabla as far as possibhe

Durect Indcpions may need 1o be supplementsd by sddiional #kinect
(prowy ) ndicators.

Example of dgiract and indire {proxy) indicators:

PURPOSE | IRECT INDICATOR | INGIREGT INCHGATON
Inereased nocome ol Crop salas - Purchass of typical
srnafl fmers CONSUMar ihems

Tin roofs on hopses

Sevaral indicators arg better than one. Single indicators ssbdom ceEvay A
comprahensive picture of chamnge,

DEFINE HOW TO VERIFY THE ATTAI
OBJECTIVES ——

Iry lm_a Comtext of LFA, indicators | =
specify the performance standard 1o '

be reached in order 1o achieve the
goal, the pumpose and the Culpts

Indicators should spacify-
= Target group {for whom)
—+ Quanlity (how much)
= Quality (how well)
= Time (by when)
=+ Location |{whers)

Indicators provide F!Fmsi!i fii
manioring and evaluation




FORMULATING THE INDICATOR
A oo indcEtor is;

= Substantial, . . i relincts an sssential aspact of an objective in
precise lemms.

= Indepondent, at the diflurent levels. Since development and
mmmediata oljectives will be dlarant, and each indicator is
expacied 1o redlect avidenco of achievement, the seme indicator
cannal nommally be wsed for mare than one objectivg,

— Factual. Each indicator should redlect tact rather than subjective
impreasian. 0 should have the sama meaning lor paojoct
suppcriars and fo infarmed sceplics,

= Plavgible, i o the changes recorded can be direcliy aliributed 1o
tha project.

— Based on obtainable data, Indicators should draw upon data thal
i& rapdily availeble or that can be cobooted with reasonable sxtra
aifor as part of the adminisiration of the progc,

Thwy measures provided by mdicators shoutd idaally be scourats e owgh
iz make {he indicator objeclively veriflable. An indicator is "obmciivaly
verifiable® when dMerent parsons using the same measuring process
independently of one anciher obtain the same measurements.

In the eany planning stages, ndicators are just guiEng values wilh which
to analyze he projed concept. Thesa guiding veluas musl be reviewed
Bgain when the project becomes operatioral, and where NEcossany
roplacsd by project-specific indicaiorns

— -

FORMULATE THE INDICATOR

F Objective: Increased agricultural production ‘

1. ldentify indicator:
= g incroased ica yieid

2. Specify target group:
=+ male and lemale smallholdars | cuBivating 3
ACTES of [oss)

3. Quantily:
= 500 smalhokiers increase production by H0%,

4. Set quality:
= mainlsining same quality of haroest as 1969
Cops |

5. Specify time frame:
= Bebween Ochobar 1990 and Octabwar 1999

6. Set location:
=+ Umbia distrigy

ﬂnm_hlng: =00 male and female smallholders in [
Urnibis district (cullivating 3 acras or lass) increasa

their rice yield S0% between October 1990 and -
Oclober 1991, maintaining the same quality of i
harvest as 1989 crops,

I s )




CHECHING THE MEANS OF VERIFICATION

When indicators ane formulated, the sowfess of information necessary 1o
wae them shoukd be specfisd, i,

~  what infernation is 10 be made avaikbile
—  In what fonmn; aed _
= who shauld provide the information

Ciources outglde ha project should be assessed for accessibility,
reliakulily and relevance.

Thiz work and costs invelved In any mlommation to be produced by the
propect itsell should alap be assossed.

indicators far which we cannol ientify suitable means of vardication
must be replaced by other, variflable indcalors.

Indicatars which, after considaration of costs and usefulness, aro found
to b oo axpensive, must be replaced by simpler, cheapar indicalors.,
Formulating indicators shoukd inchids speciiying heir maans Eur weditica-
tion. |n many cases it may be usetul 10 aod a colowmn for s o
verilication” 1o the PR

=10

S

CHECK THE USEFULNESS OF THE INDICATOR

s the information available rom existing sources
{statistics, recards, alc.)?

Is the infarmation rellable and up-to-date?
s special data-gathering required?
If 2o, do the benefits justity the costs?

Avoid costly and'or unrealiable indicators.
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CHECKING PROVJECT DESIGHN

Whelhes présec! design is the result of & siep-by-siep LFA wordshop as
described in sachon 2 in s handook, or 8 less aysmmalh: process, @ 15
usgful o make a final overall check of the resull

Thae rubes descrdbad in this secton can b used whan checking the desion
ol an easling project, o whan raformuiating a project decumant into the
LF& format

The point of depanure (s once again the PM as describad on page 17
The PM summarizes the shaments of the peojedt as described lor Instance
in the poject documend,

There are severel variations of PMs in common use today.  Ona wariand is
that a “maans of verdfication® column is added 1o the mdicalors cofummn,
Thiz specifies the scumes of information which enable us o verfy the
indecalass, In otfwr cases 8 "means of vardication® column k2 gdded o he
extemal faciors codmmn

Such varlations are accepiabla. As our main concern is the contant of the
P, tho way it is organized is of lae Impotands,

GO

The PM
Goal Indicators Assumptions
Purpose Indicators Assumplions
Cutputs Indicalars Assumptions
Activities Inputs Assumptions

The PM is 4 ona-page summarny of the project design

A1
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Target groups i

3 oo PR 3 LV SR RS T AL 5 g i | LA R T

| A basic princple i 8l development projects s that ey should be
designed to salisly the nesds of people, nob tho oiereal noeeds of
l nstiutions.

All projects, whether vaccination campaigns, sgricultural projects, ydno-
power plands of IMpor-Suppont programmes, hevs  consequences for
individuals or groups of peopla. L & therefare necessary in al projects to
clarily which ars the nlanded benalicianes (larget groups), and whai offsr
groups will be afected, positively or negativehy.

Alfeckad graups

Targat " Other
!{ir&n’:ﬁﬁéﬁi&nmj] mensficlaries Oy affected

I gicuips can be sub-divided, 8.0 nto padiciEanisnon-partcipants,
potantial progranamsipotental opponaests, sic

Qlner affected growps, organizations, political authontias a1 difarent levels,
ieprasen] mosvies and interests which may nol noecessanly codncida wilh
thsa of tha tangst growp, dantifying conflclig interests is an mportang
part of the project design and they should be indicated wided axdomal
{aztors where applicable,

It the project is only 10 reach s tangst beneficiaries indirectly through a
kel irstilofion, fhen the poopect objecive will nomally best ba dafined i
temmis- of the creafion or upgrading of 8 cepecity to satisfy Bhe recurnen
nesacs of the intended banoficirios on & sustined basks.

A commoey peatlens in development projects is Bat the larget groups as
gthar pol definad or not sulficiently spaciied. While descriplions such as
Cthe fiml poor or undamempioyed workarss® may be eppropriate fos
statemants of polloy, 8ic, they are nadequate for dasigning a projec

G2

ONCE THE PROJECT IS DESIGNED, ENSURE
THAT THE TARGET GROUPS ARE:

1. specified in the indicators coloumn at the leve
of developmant objective, mmediate objective
ard autput.

2. precisely defned. If this is nol possibile, the
composition of the tamgel group can be
narrowed down e.q. according to one or more
of the following eritania;

a) Geographical area, where the majority of
the: populaton belongs to the target growp

b} Field of activity (e.g. farmers with a cerain
crop of income, landless labourners.)

¢] Economic situation, living conditions

dl Meeds, access to social services (health,
pducation, ete.)

&) Gender and age
fi  Class, caste, ethnicity, social status, aic

3. spoecified at tha right project level. Thare may
be differant target groups at different lovels in
the PM,




Goal

ENT R

T

| The goal is the main owerall objective thal the project is meant to [

contribube 1o in the long run,

MNormally, prograss towards the goal will depend on a number of miaed

prafects or processeay berpond the confral of the projec

It is impartant that the goal is cloarly defined and used as o main poand ol
rafevence by a¥ iwolvad paries during prajoct smplementation Thiz will
holp clanfy decisions g Provide & point of reference against which Ihi

achlevements of the project can be dnEEasd.

A common problem in project dasign is that the gl i oo ambitious or ot

choarly dofined, o.q.;

Povarly In rural arsas reducad
Phisical eivironment Fprovea
Owarall etandaid of livingg improsed
Avarags duralion of g increasad

chosen, This will ncrease the probabdly of sucpass,

It i& imporiant that the qoal is realistically defined, |,
sigriticanty ceatribiste 1o achieving the gozl,

e e

]

itsalf

thal the purposa will

ONCE THE GOAL HAS BEEN FORMU-
LATED, ENSURE THAT:

1.

It is consistent with tha development policy
of the: partner country

It is consistant with the donor's policy
quidelines for development aid

It represents a sufficient justification for
the project

It is not too ambitious (Le. achieving the
Purpose will significantly contribute to thes
Tulfilmant of the goal)

The target groups ars explicitly dafined

Itis expressed as a desired end, not as a
means {a process)  +

It is expressed in varifiable terms

it does not contain two o more objectivias
which are causaily lnkeg (means-ends)
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FELEETIERERES

The purpase seis out the oparational purpose, Le, the siuation that
i expacted lo provail a5 a consequence of tha praject

The purpsse i the anticipated achievemant of fha prejaal, outside ihe
project’s direct condral,

Iy he end it is tha purnpose that will determing the magnitude of e prose
Doty i terms ol resources, personnel and sis :

A common prablem in devalopment aid 15 thal tho purpose i ton
ambitious, uncear or complex

A projact should have only one puposa. This will Facilitate qusdance,
mcase molivition and maka it more manageable,

Howaver, in lasger programmes ihe oulputs, and 1he actaities and inputs
associated with these could in soma cases be soeon as EEpanain proects,
This is explained on page 78. 78,

e papoes or #5 indisslors shoukd specify the mtanted benedits for tha
| fargel Qrown, &g

Pond-larmed lish among  smalihoidars [less than & acres] in disdrict
A s Increased fom an average annual production of X lons in 1996
[0 Y fone by yoar 1905,

A salt-suslaining credit instintion i agtabished by 1995, capabls of
providing 306 of the region’s small farmers with halr crecst needs

| ONCE THE PURPOSE HAS BEEN

! DEFINED, ENSURE THAT:
1. It consisis of one single ahjective
2. The target groups of the project
arer specified
4 It can be sxpected o contribute
| significantly 10 the fullitmeny of
| the goal
i 4. Itis realistic, Le. itis likely to
Occur once the project outputs
| have been produced
5. s outside the immediate cerdrol
| of the project igelf
i B. It es formulated as a desired
[ state, nol & process
l 7 I is precisely and verifiably

definad
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| The outpids are the resulls thal can be guarantesd by the project 85 8 |

consequence of it Actvities.

Iha schisvemant of tha purposs presuppases that a number of oulpuls as
produced by the project, at dfferant stages thraughout the implemarntation
pedad

As such, oulpuls difter subsiantally from the purpose, which is the affecl
we hope 1o achisve as & resul o the projact. As a rule of ihumb, the
diflarance Dotween outpuls and objectives is whether of nat thay are
largely within the power of progicl managemen iy achieva, providad tha
raquested funds, parsonnol and laciiies are ava|laka

Difficulias in distnguishing bDetween objectives and Cutpuls cause 4
commen lype of mistake in project designs, Exarple:
A project can guarantae that @ number of gmallholdars ae trained n

tha conslruction and operation of fish ponds, and provide them with
an initial quantity of fingarlings
Thosas ane the contrete outputs of the project. However, tha propect cannct
guaranies thal:
The smaliolder's aniwal average production of fish is increased from
¥ Aens in 1990 1o ¥ tons by 1995

This must be sesn a5 an objectve sinda it Is the direct result of the
smathokiers work, and oulside the direct control of the project L5,

fi

OMCE THE OUTPUTS HAVE BEEN
IDENTIFIED, ENSURE THAT:

1. Al essential culpuls necessary
for achieving the purpose are
included

2, Only the autpuls which can be
guaranteed by the projpct ars
included

3. Each oulput can be seen as a
NECESSAry means to achieve the

pUMOSE

4, Al outputs are feasible within tha
resources availabie

f. The outpuls are precisely and
verifiably defined

[ |




s
The outpuls are the resulls that can be gueranteed by e project as a
consequence of its ackivities. I

Ihe achisvamant of the purpose presupposes that a number of oulpats ane
produced by the projact, al diflerent slages throughout fhia implemantation
pariod.

As such, cutputs dilter substantally from the purpose, which is the eflect
we hope to achieve &5 a rosult of the praject. As a rule of fhumb, the
diflasence betwesn oulpts snvd objectives is whaolher o not they are
largely within the power of projact management to achieve, provided the
reguissied funds, personned and facililies are available,

Difliculties In distirguishing belween objectives and culpuls cause a
commaon bype of mistake in project designs. Example:
A project can guarantes thal a numbaer of smallhclders are tranaed n

tha construction and opesation of fish ponds, and provide them with
an initial quaniily of fingarikngs.

These ane the concrede oulpars of the project. However, the projact cannct
guaranias fhal:

The shabhcidass annual svarages pradueticn of fish is increased from
¥ tons i 1990 Y lons by 19495

This rasl be seen as an objectve sinca i ks the drec resull of the
smalihoider's work, and outside tha direct contral of the project fsel

e

ONCE THE OUTPUTS HAVE BEEN
IDENTIFIED, ENSURE THAT:

All essential outputs necessary
for achieving the purpose ane
includad

Only the oulputs which can be
guaranteed by the project are
includad

Each cutput can ba seen as a
nEcessAny means to achiave tha

pUpose

Al cutpuls are feasible within the
resounces available

The outpuls are precisely and
verifiably defined

e
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| An aclivity i5 an action which is recessary 1o iransfom given
| iiypidls intn planned cutpus within B specified penod of time. I

The acihdlies amn the work, the investigabions or the tasks fo be carnes out
Iy the project slaf and others rwoleed in the project

For ach oulpul Bwes will be oos o mone aclivitias,

Tha activities included in fhe progect design should e target-oniantad in thad
lhey are tasks io be performed o order & produce a specilied paject
oulput, IF the task is mol geared fo producing one of the outputs it should
il e Bsbed. Thiss, mouting admindstrative tasks should not be inciudad.

Cinly those 1asks which are o be wndsdekan by the propact should be
listed, wih cam baing twken to distnguish belween the progect's activities
and these which are pert of the broader on-going activilies of parfner
courtry institulions oo progranimes (0 which e project @ related.

& common problem in project design s over-spesitication of project
activilies and inpuds, combined with unoei-definition of objectives and
oUbpUE.

Mole that the project design should provide an overvies of the main

elamanis of the project &l decsicn-making leval, whils the detailed planning
ghowsld usually be done as a separabs aosdeis,

ONCE ACTIVITIES ARE DESCRIBED,

ENSURE THAT:

1

5

T

Al essential activities necessary
lo produce the anticipated oulputs
arg incloded.

All activities contribute directly o
the output level abowe

Cnly those activities 10 ba
parformed by the project are
Included

Activitios are stated in terms of
actions baing undertaken mther
than completed outpuls

Tha time available for each
activity is realistic

The activihies are appropriate 1o
the situation in the partner
couniry, In terms ol institutions,
aecology, echnology, cullure, eio.

ra




ONCE THE INPUTS ARE DESCRIBED,
ENSURE THAT:

|

| The inputs ame the “raw materials” of a project necassary ko
produce ha intended owipuds,

i s by be usad in ihe project intamms of funds,
;E?m ﬁ:@::;:’;‘? iﬁ:lﬁsﬁn as pravided hE; e donor, the parinsd
oy, MGOS., abe.

The tofal inpuls must realistically reflact whal s necessan @ arder 10
produce tha inendid owpuls.

A common probiern in project design s again over-speciicaton of inputs
while at e same time the description of objecines and aulpuls s oo
gpaciic anough.

The descrgtion should provide sutliclent basis for udgirig ihe .:'|.|'.||:Ir|_||::|r|E';E-.
pess of the inputs to the progect. Mare detsiled descrptions af inputs
ghould be done during fhe deteilad pranning of the project

The inpuls can be related directly
to the spacified activities

The inpuls are necessary and
sufficient conditions to underfake
the plannad activifies

The leval of datal is adequate but
limited to comprahonsibiity

The inputs are precisely and
verifiably defired [quantity,
quality, cost)

The resources are appropriate
bow tha situation in ¥ parner
courdry, in terms of organization,
gerdes, cultura, technology,
ENVIment, e,

ra
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Mnst projects operste o difficult development environmants in which
factors oulsida the confrol of the projecl may senously delay or prescenl e
achievement of the projecl's oulputs and objalves

o consideration when the project & designad, in orden to

i)
4,
d

Like Ine objectves, the asswnplons shoukd be pracisaly and warianiy
dedined, a5 degired ends of condiions,

e

Assumptions

B L B RS

Mssumplions describe siuatons, events, conditions or dicisions which |
are necessany lor project succass, bul which are Iergely or compdetili
besrond thia controf of the propct managament,

i% important to ickenlily assumptions as sarfy os passille and take thass

detarming the fka or probability ol Susoess
awiid serious nsks by redesigning the pasject
clarify the area and limis of respoensiddy of 1he progEct managamenl

indicatn aeas where thers is a need for mone niormation o 1k
invesligations

wh

- ——

OMCE THE ASSUMPTIONS HAVE
BEEN FORMULATED, ENSURE
THAT:

1. They are formulated as desirable,
positive conditions

2. They are linked o the correct
project level

3. Assurnptions which are not
impartant are nat includad

4. Assumplions which are very
likely to ococur are not included

5. W there are assumptions which are
beth important and unlikely 1o
occur (killing factors) the project
should eithar be rellesigned to
avoid them - or abandoned

6. Tha remaining assumptions are

precisely and verifiably detined

N

Fi




| In the conext of LEA, an indicator definas the perormande
standard 1o be reached in order to achieve the objociive

How indicators ame fommusated is explained on page 54-55.

Direct ihoators reflect changes sought by the project direcily (bons
peoducsd, acs Imigated, candidates graduated, #ic|.

i diractly. In
Sometimes 1 s nol possible or economical to measure chanige
auch cases ndiect indicetors. must be used (sixth grade graduales as
imdseator of lileracy. standard of housing, or purchase of bicycles as an
Inclicator of farmer income].
Sevaral indicators are befter than one. Singéa inticators Seldom convey 3
comprehensive picture of changs.
Iy soime cases the irformadion necessary 10 maasurg e indicakors (maans
of varification} |s avaidabbe from existing sources. |n ofher cases the
dormation must be gensrated by the progct Bsalf, e through surveys,
in-tepth studies, etc, In @ither casa the means of verdication musl Bo

rey i as boo
B relevance of the nformation

P sccessability

P costs

P oreliabiny
Indicaters are useful only 1o Lve axient that the means of werilication can ke
estabished
Expensive, time-consuming of unrelable mdicators must be replaced by
piher veailiable Indicators

Th

ONCE INDICATORS HAVE BEEN

SPECIFIED, ENSURE THAT:

1.

They are speclfic in lerms of
quantity, quality, tima, location
and farget group

The means of verification is
avallable (statistics, observation,
records)

If not, check that the information
can be generated al reasonable
cost

It is relevant gz 8 measuremant
of the achievement of objectives

The maans of varification is
reliable and up-totdate

The collection, preparation and
storage of iInformeation s an
activity within the project and tha
necessany inputs for it are
spacified in tha PM

firl
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Programmas, &5 well a5 projects shoukd onfy have one purpose. This will
heelp clarify prioribes and responsitdlities ard thareby Improve management,

Larger programmes which oparate for instance sevaral diftarant saciors,
could be seen s 8 sel of sub-projects. Each of the programme. oulpuls

wanild constiube the purpose of the different projects

i zuch cases one should make sure that the programme gutpuls .{n-e
project pepose) sre nol conllicting, Tha irade-off betwaan compating
objockives should be speled oul and an aedar of pricrdy estabdsteed,

A larger programme can be seen as a sof of
separate projecls where the programme cutputs
constitule the purpose of sach project

PROCEAMME 194

B PROGR AMME FURPMOSE

PROCGREAMME OUTPLTS

= =amas -
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in the previous sections LFA Bsas bean discussed In the nooiexl E:E':,ﬂ”fcl.
dagign, In s Section wa shall kak &t how LFA i wsed a8 8 §

Imprave management grroughaut The lifa ol & project,
The: ichea behind LEA B That it halps o

E=tablich sirategies &nd guidslines 1or the implementalicn
of the prigesat.

Spell oul e |oghc behind thi {ahogact 5u_1ha1 ary Chides
thal are necessany corlom o cverall projact design
Micaikor and varily bolf prog@ct progness and fhe mpact o
piae peajact.

j 171 On
i | = described ty means ol he H-'I_[pm_?e
E}ﬁuﬂ:ﬂ:& ':;DE main stages of progct mpkemantation are Nisted

15 ol af bypes and
This ceneral process does nal apply rigorously Lo projec _ !
EIEII::E.H It may be relevant 10 digtinguish Detwaen the folicwing Types al

[T H S

; bley Te
1. L proaacis, whare fhe Use o r_:::_lnsu:lam :
ﬂ:ma far planning and design is juslified angd fhe uss

of LFA Is & musl
o Experimental projects where the: wuse o LFA I5
necassary regardieas ol §ze
i witwarie LF&
. Programmes consisting ol several projects,
! sl:‘;gd ke yaed bolk on the programme dsed as waill e
thigy indhaicdaal projncis.
4 Small progacts, whers |e6s rasources ari avadatie e
. planning, design and the use ol LFA
MO gcts |event-projects) .. financial suppaor,
2 sarrm“:p::i, ot whese 0 dops not make sanse 10 Use
LF#.

fn tha Tollowing pages we shall discuss s ust ol LFA i fhe differsnt
projec! ELagas.

Mational!
SECI00 BIER

Projed implementation

el e,

Imitial situation

MAIN STAGES IN THE DEVELOP-

Froject

MENT OF A PROJECT.

1. Koendification

2. Feasihility study

A. Project design

4. Detailed planning

8. Monitoning

G, Project raviaw

7. Evaluation

Final siluafion




ldentification

Project ientitication is the stage at which the nalal projact prapasal 15
concened and |garmilabad

A this stage the perspocliva should Di vory wide, The miormaton
avaiahle s ususlly vary limitec

Mha progEct idaa 15 assossad morelaton o

b devalopment policy and priorites af tha padner :_:uunh-_.-
[ the donoe's oversll guidelnes 1or l:_lauralu!'mem aitl
b salgted an geing development activities in the panne! counry

In the idenification phase, the main justfication for the 1_:m|ahr:. : "-:i
descriplion of potantal Ergat guupes and assumptions which arg hkaty =
infheence ihe project s Mo rnpum_anl elements than Gueeshiens
choioe of technalogy and ways of organizing thae project. Whal we !'::'E-H'IIEI:}
interesied in is e justilicaion, e conest and the ﬂ.ptlmml..:'ﬂl elfacts
ihe project, and not- the projeat itaalf, 1= oulputs, acthities aad inpuls.
Already Bt thie staga il is an advantage b usa LFA larrnlnulg?. ff"ﬂliﬁu
workshig lasting 3-4 howrs with 2.3 gecisn-makars miy ba & very E;nl:l
axeroise when assessing the fessiilily of the projed oo
daciding on tha mair perspectve for & fnasihility giudy

A leasibilily study includes the data collkction, mnalysis and assessment
necessany in ondes 1o prepars for prosect design,

Thi fesssibility sty shoubd not go inks detail one anlicipated ectivilies and
npuls in e project dsel. bul provide a tharaugh Background, wifh
mnrprmalion, ke
B the gvarall justfication for the project {perspectivies, purpose, goal)
B Ihe polential tenged groaps, Beir nesds and anticipated pogitived
negathog gilects ol 1ha project

P impofan assumgdions which may be decisive for the success o
lailure of the project

The spgcitc owlputs necessary s ardor to achieva the objectives,

Usually there ts akready an understanging of the scope ol aclivites to be
undertaken and tho rasources available a1 this Slage The feasibility sfudy
shouid nol be a delailed [echnicel study, but & stutdy refesan) for o broad
prafikem anabysis and deciston-making,

The sty team should be inter-disziplinary covering sectoral expertise as
well as scci-cullural questions, gender relebions, onsironmental issues,
linancialecanomic aspects, institslional aspects, technoigical aspects and
palicy suppart measures, atc., 85 appragrie

It is an advantage # the Terms of Felerence lor the feasindty study s

based on LFA, and the mambers of the stedy team are familiar with the
mrthuoid
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Project design

Dhirirsg projact disign (or ra-dasgn) she basic progect structure, flw main
gesumptions and some of the main eaiemants of e INIBpTNY SyEkem are
idanfibiea.

Al this slaga tha perspeclive is the whole project and ils condest Ther
pioject design, howswer, shoukl nol go into detads of the activibes and
neGessary npuls, but merely deting ihe man companents

When the project is desigred, LEA should be used as & magr planning ioal
s described in section 2 and 3 & this handoook.

Project design can ba dona a5 a 6-12 days swercise wih 8 Grogs-cutural
LFA workshop, but it can also be done intemally by the donor in fess than
e clay, dapending on the scope and the typa of the progct

A maln advantage wih the LFA workshop i that il bengs logether dilterent

parties thal will be involved with Ihe pmoedt 8t dacigion-makng and
riaragamend kol Thia wifl balp creale a commion ircdarzianding which

will sirgnsgthen motivation and cooperation duradg e implerration of e
5

The facdistarimodereior of the LEA workshop shoulld hase sxiensve
raining and exparianca in LA, and heve an indapendant persilion vis-gvis
the donor crganisation and S responsible mstilution in the parnss

country.

o

T

Mol wnlid this slage, when (he man charecteristics of e project ve been
eslablishad, is Il appropriate 10 make 2 Getailed mplemeantation plan for the
projact itself, fe interded oulps, activibes and inputs, as well ag s
MOnioring sysiem, me schedules and budgsl,

Theer ciedaiiled planning s in manry cases done by (e progct m
itsalf, with ar withoul the uss of :qarnm E]]:‘b-ﬁ:rliﬁl::: & -

lheln Impkementation plan should use LA forminology and farmat, and thi
pragest moragamant should b famibar with LFA, One should FII'I-."JIH'- |_+E|1
iha _murulmnu systern deszigned durmg e dedailed planning wisl p:.:.-..-iup a
Basis l.ur itz rl'll:::l'lltﬂl'ﬂg nat anly of physical progress Bl alsa of the rmn.m
fo which obgcivas are mel Le, the afect of the project off the FH-!'-:};,I-"
graugs and offier alfected groups. o

a7



Monitoring

Monitaring is the contingsus of perindic surveillance of the impdementobon
of a praject,

mot only should the phwsical progress of tha project be monitored. but also
the impact of e project, end devalcpments in its erviecnment (extemal
faclors).

There shoukd be cne format for menltoring and reporfing throughout the lite
of the project. This will help provide a sobf basis lor analyzing trends and
dehining sirategies, and will ba paticularly usetul when thers is o change of
perscnnal, managemant and decision-makers

Ihe format of prograss repors should be such thal mputs, setivities end
outpuls am momntored with a eferencs b the purpoes snd goal, Indicalors
ghould be used. Ghanges in assemptions which are relevant 1o the
dewelnpment of the proact should alse be reglaiored in the progress repor

The progress reports provide a mags inlommation inpul e the progsc
revipws. These ehould usa a lormal based on the ekements in LEA

Project review

The project raview 8 a major edement in e follow-up of the project by the
duner and e pannar country

The main perspective durng the project mviow s the physical progress
and the achigvements of the project. The pwpose is to provide guidance
and make recommendalions reganding the sirategy and management of
ther project

The project reveaw s underaken in B partner cowry and entails
discigsanng wilke all partio: imvotvad, o raview of the mometion availabis
through reguler monforing, and spocial studies, as appropriate

A COMMon WEEknEss in many project reviews has baen the averemphasis
v tha fechnical and operational aspects al the gxpanse of e analsis of
the impact and wsoiulness of 1he projesl.

I = al wital Enpoiascs, theralome, et the use of technicalleconomic

axpertise s balanoed with experise in"genaral dovelopmant guestions, and
the Terms OF RAeference for the project review are basad on LFA The
paficipants in oroject revioes shoobd e Bamiliar wth LES

ER

I B
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Evaluation

Evalualions are independent assessmenis of the mpadl, relevance ard
sustainability of the projact, undetaken by edernal collaboraios.

The purpose of evakations is 4 combination of leaming, guk.ncs and
control based on an assessment of what fas been achieved by the progect.

The evaluation is based on a raview of existing infformiation, discussions
with all parties swolved, and mpad siudies.

Previously avaluations have often been based on very broad randalos
sty detalled analysis of the developments throughout the il of the
praject. The rasull has been a much too detailed anelysis at the expense of
& more decision-oriented anatyels at a highar level.

With @0 approprate moniaring system and sufficienily frequant and
comprehenswe projpcl reviews, hera should e no need Tor desailad
nistorical investigations when the project @ evalusted  Rathar Wtz
sealuation lean shdid be abla o concentrabe on he evaluation iisell, 1.6
lo assoss the impact and relevanca of tha project morelaton 1o [
ubjectives, tamget groups and othar affected parties, and wi restadion [ NS
inputs

AL Ihis slage, il is 8n added advanlags # the Temns of Holarence far
valuatien are based on LFA, and the leam membiers, i partksulan he
eam leader, have extansive knowledge of the mathod  Comprahensiva
guidelines on how fo plan and conduct evalualions are proyicesd in
Evaughin & Dovelooment Assistancs.  Handboon for Ewalishiors i
Maragers, Ministry of Foredgn Affairs, Nonway, 1994

ANNEX 1

 USING THE LFA AS A PLANNING
o IO S e
3 AN EXAMPLE
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THE PROBLEM
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1. PARTICIPATION ANALYSIS

g the basks of e ovailabke information, the folicwing groups can

ez identified
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2. PROBLEM ANALYSIS 3. OBJECTIVES ANALYSIS

Thir workshop decides Thal (he High manber of accidonls should b=
coemidaped thi toeal probilem. The felawing peoldem e of subelanthe

The probiems are reloreolaled s posithee dolaimsts Tho
aid chirect causes and cilesls Gan b established

wikshop decides o add “reining ol dives™ a5 0 means o make
chiveis more respons e

* d 0
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5. DEFINING THE MAIN PROJECT
ELEMENTS (PM)

The miain peojoct alamrants ane led in the G columin of @ PR, Soens
o fhie dlerneis can bo dafod liam thi oljoiee e

Fieasn not il the oulans e tha rasults (hat can b guamrdesd Ly
tha prajact, whits the puipese & misido e dinct mach of (o pro e

1, GOAL |

1. High mesvicn vel
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2 PURPOSE

2. Frenquaney ol biie
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= i wid
4. Mainisnanoe
souiireg oriatdghad
—
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6. DETERMINING THE ASSUMPTIONS

(PM)
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impeoyed naads” which we sminee s neoessany in onsa i sducn B

freruency of bus acciderds
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4, Davedv maindananca A4 Malrienare
reabiniicy insdsicies ¢ months
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7. ESTABLISHING THE INDICATORS

Thia Inclicatoes apasly how' b vinrfy She allaiimont of objecias and
ofprie. Soma ndicoabors can e dertved fram ihe abjecihies e

An macator of Bo pupces specifics cuacly how mech e frequensy
dhu_f- ace ks shoaild be reduced and by which dale. IEwil then be
poasbla b vanly whate the pposa lsye bean sohiewed of nol
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LOGICAL FRAMEWORK APPROACH -
DEFINITIONS®

ACTIVITY (AKTIVITET)
Acton taian o wok porormed within a projedt in crdar e mpsforme Foa (onds,
malanals) mio canguls (ommanerations, buiidngs)

APPRAISAL (FORHANDSVURDERING)

Crderall assessmend of B ielevance, [eessbility and sustzpabilly of o profect poed e
makang a deaision aon whelber % uderlaka il

ASSUMPTION (ANTAKELSE)

Ewinl, comefilion of daiskm which is recossy fioer piropecl, succeas, bul widch sie brgoly
ar campdubaty Beyored i coetmd of geojoct maregament

BENEFICIARIES

Thie direct [or inlended] benelicieies {largel grgs) phis B indnecl banefoiams of &
prapeecd

GOAL (UTVIKLINGSMAL)

Thie vy creaiall abjoriie il ha projoal i meant o conibuls kb e kg s, and
wilich aaglaing e neason wity @ & anplemenicd

EFFECTIVENESS (MALOPPNAELSE)

A meosuero ol lhe ssionl o which & progact or programmo is successhul in adhieving ils
ciectves

i

EFFICIENCY (PRODUKTIVITET)

A mpasrs £F i “produciiviey” of the implerrmmalion peodtes - |k econaimically iInpuis
e canyailod Fio cdpds

EVALUATION (EVALUERING)

Jomysinmatic ord Fedepewdant copeniniion o B peojec hﬂl‘dﬂfh_dﬂl'!hl'lm e alfciancy,
cffeciivenoss, impacl, susiainalilly and o redsvancs ol ks objecines.
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