Logical Framework (LF) - A facilitator's workshop

INTRODUCTION OF THE LF METHOD
Which materials do you need to organise a workshop ?
1. Brown wrapping paper (roles or sheets) sufficient to cover an area of approximately 20 square metres. If you are going to prepare more then one Logical Framework add 6 square metres for every additional log-frame.

2. Masking tapes (3 roles of 2 cm wide) and one role (4 cm wide) to stick the brown paper on the walls.

3. Coloured cards (white, pink and light blue or light green). Approximately 1000 for every session of around 20 people. Cards can best be made by cutting A4  paper (80 mg) into three.

4. Flip - charts. Remember that the holes of the flip-charts almost never fit the pegs on the stand so bring something to pierce the charts (knife, scissors).

5. Bring string in case there is no flip chart stand and you have to tie the chart to something else. 

6. It is useful to bring  a couple of clips to mark the sheet that you want to use next in the chart.

7. At least one black felt tip marker for every participants and thicker red, blue and green markers for the facilitator.
After the preparation of the workshop has been done (see also FACILITATOR'S GUIDE 1: Preparation of the workshop) the facilitator opens the workshop with:

· An introduction on the use of the LF method
· Introduces the steps for analysis and planning
· Demonstrates these steps with the use of an example.
· Role of the facilitator

Introduction about the aims of the methodology

The introduction to the LF planning methodology in this manual gives an overview of how the method can be used. It is important at this stage to stress the role of planning as a process ( using the Logical framework as a guide ) rather then only as a document ( a project proposal) to obtain external funding.
FLIP CHART 1: Aims of the LF methodology

· The general aim is to improve planning and the implementation of development interventions

· Specifically the LF allows to :

· define clear and realistic objectives

· assure a planning process in which all stakeholders can participate

· improve communication and co-operation between these stakeholders

· clarify the responsibilities of every party involved

· elaborate a base for monitoring and evaluation of the intervention


Main steps of the LF methodology

The facilitator introduces the course programme. With the aide of FLIP CHART 2 the facilitator gives an explanation of the main steps of the method and explains that the first part of the workshop will be dedicated to the analysis (steps 2, 3, and 4). ( See FACILITATOR'S GUIDE 2: Introduction)


FLIP CHART 2 : Main steps of the LF methodology

ANALYSIS
1. Preparation : identification of the stakeholders, capacity analysis, socio-economic constraints, organisational analysis, defining the entity

2. Problem analysis

3. Analysis of alternatives

4. Selection of intervention strategy

PLANNING

5. Defining the intervention logic

6. Identifying the important assumptions

7. Formulating the "Objectively verifiable indicators"

8. Establishing the Means of Verification

9. Operational planning

Demonstration of the method with an example
The facilitator uses an example to demonstrate the main steps of the method. Discussion on the content of the example should be avoided at this point and participants should be asked to concentrate on the method.



Role of the facilitator
The facilitator - also called a moderator - explains his/her role to the participants and the function of a facilitator in a real workshop situation.

The following aspects need to be stressed: (see FACILITATOR'S GUIDE 3)


1. 
Individual preparation of the facilitator


2. 
The involvement of the facilitator


3. 
Style and body language


4.
The group process

The facilitator also explains the rules for the use of ‘cards’ :

· One problem or idea per card

· Write eligible

· Use large letters

· Use maximum three lines and use whole card

PREPARATION
Defining the entity 

In reality the preparation has to be done well in advance of the workshop by using techniques such as Stakeholder Analysis and others These techniques allow to analyse the situation of the future beneficiaries their capacity, potential and the problem areas.

During a training session it is often best to let he participants select their own ‘entity’ on the basis of a number of proposals from the participants and facilitator. The entity should be well defined (place, subject,..) and should preferably not be too broad to avoid generalisations. It is necessary to select an entity of which all participants have some knowledge. This avoids that some participants cannot be involved in the analysis of the entity.
FLIP CHART 3 : Preparatory steps 

The preparatory steps are the following: 

1. Define the entity of the analysis (the problem situation)

2. Identify the parties concerned (the stakeholders) with the problem situation

3. Examine whether these parties are homogenous or whether there are sub groups which have there own specific interests and expectations. 

4. Try to convince the representatives of as many parties as possible to participate in the problem analysis.

Identifying the stakeholders
During a training session there are two easy ways in which the stakeholders can be identified:

· By asking the participants to write down the name of the stakeholders in groups or/and;

· by asking the participants to make a more detailed analysis by drawing a Venn - diagram.
Steps for identifying the stakeholders:

1. Divide the participants in groups and ask them to define the stakeholders;

2. the names of the stakeholders are written on cards by each group;

3. the cards are collected and displayed in plenary;

4. group the cards indicating the same stakeholders and eliminate doubles,

5. verify if the stakeholders are homogeneous and add cards to represent sub-groups if necessary.

A further step is to establish the relationship between the stakeholders by means of a Venn-diagram:

· The participants divide themselves up again in the same groups and draw a Venn - diagram whereby:

· the entity is indicated by a dot in the middle of a sheet of paper

· each stakeholders is indicated by a circle

· the size of the circles denotes the importance of this particular stakeholder

· the distance between the circle and the entity (dot in the middle of the paper) indicates the influence a stakeholder has over a particular entity.

· compare the diagrams in plenary and discuss the differences between the groups.

PROBLEM ANALYSIS
This session includes the following steps:

1. Explain the rules for the problem analysis
2. Identify problems relating to the entity selected and write these problems on cards
3. Present the cards to the participants and hang them on the wall
4. Eliminate double cards and make sure all the participants understand the problem. Reformulate cards if necessary
Identify a ‘starter problem’ Construct the ‘ problem tree’ showing cause - effect relationships between the cards.

Rules for the project analysis

General statement


More specific
FLIP CHART 4: Some rules and remarks regarding the problem analysis

1. The position of a problem in the tree is not an indication of its importance in relation to the entity

2. Identify only existing problems not future or imaginary problems

3. A problem is an existing negative state, not the absence of a solution
Therefore
· Try and be as specific as possible, do not write general statements!! 
· Avoid abstractions (balloon language) !! 
· Verify if your problem statement indicates
· what the problem is, 
· where it occurs and to (by) whom it happens

· Avoid phrases as ‘shortage of...’,  ‘lack of.....’


In the example above: the reasons for the “shortage” could be different for different farmers such as:

· the pesticides are too expensive;

· pesticides are not available on the market;

· the type of pesticide/she wants is not available;

· the farmer has no time to go and buy them; 

· the shop is too far for the farmer;

· the pesticides sold are not effective against particular pests;

· the farmers does not know how to use them!
With a general statement such as ‘shortage of pesticides ‘ the farmers wants to solve a shortage but the problem can only be solved if we know exactly what the real problem is !!

Therefore: 

Try and encourage participants to be specific when stating the problem . 

Encourage them gently to move from the general to the specific !!!!

1. Problem formulation

During a training session the participants are divided in groups of about 5 persons, depending on the number of participants, representing various stakeholders. Let each group write 2 - 3 problems first as a trial run to verify and discuss the formulation.

The problem identification can be done in several ways. In order to use the advantages of the brain-storming approach optimally, participants are allowed to formulate cards two or even three times. Every time participants are invited to write down the cards they have identified individually.


2. Visualisation of the problems

The purpose of this step is to communicate the content of the cards to all participants. The problems which have been noted down by the participants on cards are shuffled and hung in rows on the board. It is important that the cards stay anonymous and to avoid discussion on the content of the cards. 

Remember the rule: ALL IDEAS AND SUGGESTIONS ARE WELCOME !! (see FACILITATOR'S GUIDE 4)

3. Eliminating doubles and clarification of the content

It is very important that all the cards are understood by everyone. It may happen that a card with a different wording overlap each other in content while cards with a similar wording refer to very different problems. Cards with the same meaning are eliminated and put to the side. 

It is useful to hang the cards in rows so as to enable the participants to point them out to the facilitator. (see FACILITATOR'S GUIDE 5)
4. Constructing a ‘Problem tree’ (PT)

The cards are arranged on the board indicating a cause - effect relation between them:

It is useful to start with a starter problem who has quite a number of causes - effect relations. If it is not possible to obtain consensus about a starter problem from the participants the facilitator can suggest one.

A diagram of causes and effects is established linking all problems which are mentioned on the cards to obtain a ‘Problem Tree’.

The Problem Tree presents a cause - effect relationship and not a hierarchical relationship. The place (high or low) of a particular card in the 'Problem Tree' does not denote it's importance. (see FACILITATOR'S GUIDE 6)




ANALYSIS OF THE ALTERNATIVES AND SELECTION OF THE INTERVENTION STRATEGY
This covers he following steps:

· Identify the specific objective of the project

· Identify the various alternatives

· Select the project strategy

· Formulate objectives

1. Identifying the overall and the specific objective of the project or programme

The overall objective becomes the goal to which the selected strategy of the project will contribute. As such the overall objective therefore becomes a guiding point for all those involved in the project indicating the general aims for which the project was set up. This overall objective becomes particular important during project reviews at the later stage in the project cycle.

In some cases it is difficult to identify an overall objective and some projects will therefore not mention the overall objective.

The specific objective - also called the goal or purpose of the project - is the objective to which all activities and results will contribute. It is necessary to achieve consensus on the specific objective of the intervention before it is possible to identify the various possible alternatives which could be used to achieve this specific objective.  (SEE FACILITATOR'S GUIDE N° 7 and FLIP CHART N° 5)


2. Identifying various alternatives 

The analysis of alternatives is a comparison of different means - end clusters or ladders. which might be considered for future intervention. These alternatives contribute each  in a different way to the overall objective.

The alternatives can be identified by drawing a line around the cause - effect ladders as such indicating .clusters. or groups problems. These clusters may overlap. Another but often more time-consuming way of marking the alternatives is by sticking different coloured papers to each of them. In each case the alternatives are identified by the participants on the basis of an example given by the facilitator.

The various alternatives are given a title which is written on a coloured cards and stuck above the appropriate alternative on the board. 
FLIP CHART 5 Steps for the analysis of the alternatives

1. Identify an objective in the upper part of the tree to which the project wants to contribute. This objective will become the overall objective. 

2. Identify in the problem tree related cause - effect ladders which contribute to the specific objective defined in step 1... 

3. Define criteria to analyse the various alternatives (see FLIP CHART 6)..

4. Analyse the various alternatives and select one (or more) on the basis of the criteria selected in Step 3

5. Re-formulate the selected alternative(s) in objectives. (see FLIP CHART 7)..

6. Verify if the Objective Tree. (means - end ladders) are desirable, possible and realistic.


3. Selecting the project strategy 

A project is a limited intervention and can therefore not tackle all the alternatives indicated in the tree. The choice of one or more alternative(s) is in fact the choice for a particular intervention strategy.

In order to choose the best alternative we need to have:

· a good knowledge of the context (expectations of the beneficiaries, government policies, market and pricing mechanisms...)

· a thorough knowledge of the existing local and external resources (funds, personnel, expertise, techniques utilised, etc..)

· a thorough knowledge of the future potential in the region.

The choice of the strategy should therefore represent an optimal approach based on a good knowledge of the project area and a number of criteria which have been established beforehand. (see FLIP CHART 6).

Before decisions are made and consensus is reached on the strategy of the intervention it is useful to know what the existing social practices are to reach decisions. To come to a set of criteria for selecting a strategy can be  a useful way to find out more about these social practices and the existing organisational structure of the beneficiaries.
FLIP CHART 6. Criteria which could be used for the selection of the project strategy

1. The priorities of the various beneficiaries

2. Government policies and priorities

3. The amount of resources available

4. The relation between cost and benefits (the most effective way of using the available resources).. 

5. The technical and organisational capacity of the beneficiaries to implement. 

6. The existence of particular knowledge, skills or/and techniques in the region. 

7. The probability of success. 

8. The possibility of achieving a certain impact over a limited period of time. 

9. The duration of the project

10. The possibilities to adjust the selected strategy in the face of changing conditions. (see FACILITATOR'S GUIDE 8).



4. Formulating objectives 

The aim is to verify if the selected project strategy can be translated in project objectives. In some cases this step is done before the different alternatives are identified but this takes considerable more time and is therefore rather cumbersome in situations where the participants have only little time available.

All problems can in principle be translated in objectives. However, it is possible that objectives turn out to be unrealistic or unacceptable for social, political or cultural reasons. In this case the problems remain stated as problems (see FLIP CHART 7 and 8)
FLIP CHART 7. Reformulating the selected strategy into objectives.
1. Starting at the top of the selected alternative in the problem tree, re-state all negative conditions into positive conditions that are desirable and realistically achievable. 

2. Examine the .means - ends. .relationships from the bottom upwards to verify the validity and completeness of the diagram.

3. If necessary:

· re-formulate certain cards ( for instance in cases of non realistically or ethically questionable statements)
· delete objectives which are not desirable....

FLIP CHART 8. Rules for the formulation of objectives

1. In order not to lose what is meant by the problem statement, try to use the same words when re-formulating problems into positive conditions

2. If possible, try and use the past participle 
Example: : "Increase of production" (wrong) >> "Production increased" (better)
3. Not every (causal) cause - effect relationship can be automatically translated into a (operational) means - end relationship 

Example: Soils might be exhausted because of population pressure on the land but a reduction of this pressure does not result in improved soils!
4. When formulating objectives always try to formulate an improvement of the existing negative situation. Completely resolving a particular problem will often prove unattainable. 
Example: 

· Religious tensions can often not be translated into .religious unity, but might be able to be translated as 'the religious tension is reduced'
· Drought. cannot be transformed into sufficient rainfall, etc.........


THE INTERVENTION LOGIC 

The intervention logic presents the basic approach of the project by describing its overall objective, it's specific objective (or the purpose of the project) , it's results and the activities. It is the first column in what is called the LOGICAL FRAMEWORK.

This logical framework presents an overview of the essential components of a project. It provides information on:

· the reason why the project is implemented (the overall objective)

· what the project is aiming to achieve (specific objective or purpose)

· what the intervention will realise ( results and activities).

The logic of the project is explained through the fact that:

· the activities are complete, necessary and sufficient to achieve the results

· the planned results are necessary, sufficient and adequate to achieve the specific objective and;

· the specific objective will contribute to achieving the overall objective.(see FLIP CHART 9 and FACILITATORS GUIDE 10)

In the case of integrated development projects - with various specific objectives in the same programme- it is necessary to elaborate different intervention logic for each action to be undertaken.

FLIP CHART 9:  Steps of the intervention logic
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FLIP CHART 10. Steps for the definition of the intervention logic

1. Select the overall objective as described in the selection of alternatives. 

2. Select the objective which is at the top of the ladder of the strategy selected. This objective usually becomes the specific objective. 

3. Select from the objective tree the objectives which, according to the means end ladder, lead to the specific objective. These objectives will almost always give an indication of the desired results. 

4. Check if the planned results are sufficient and adequate if not, add results. A brain-storming session on the necessary results for the strategy might help in defining additional results. In some cases visits to similar projects are planned to stimulate ideas. 

5. Select the activities. Some activities can usually be found below the selected results. In many cases the activities will have to be defined on the basis of the planned results. 

6. Number the results and activities in a logical way

IDENTIFYING AND EVALUATING IMPORTANT ASSUMPTIONS
Assumptions are external conditions outside of the control of the project's management which must be realised for the intervention to succeed but which are not under the control of the intervention. 

Because a project is always limited in its scope it is important to identify those external factors which can influence the results and the outcome of the project. This will give an indication which factors to consider when monitoring and reviewing the project. 

The steps necessary to identify the assumptions are the following:  

1. Identify those external factors which are necessary for the project to succeed but which are outside the control of the project (see FLIP CHART 12).

2. Evaluate the importance and the probability of the assumptions at three different levels (see FLIP CHART 11), with the aid of the guide indicated on FLIP CHART 13. ( see FACILITATORS GUIDE 11)


FLIP CHART 11. The place of the assumptions in the intervention logic
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Preliminary conditions denote factors which must be fulfilled before the activities can be started. E.g.: certain resources must be made available, the project might need the agreement from the government before it can start , etc....)

FLIP CHART 12: Steps to identify the important assumptions 

1. Identify objectives or problems in the tree which are not included in the project but which are important for its realisation. 

2. Place these objectives as important assumptions on the right level (see Flip Chart 11). 

3. Identify other external factors not indicated in he tree but important for the realisation of the project. 

4. Make a check if the assumptions are necessary and sufficient starting with the activities and following the three steps indicated in Flip Chart 11.

5. Evaluate the assumptions using the scheme indicated in FLIP CHART 13.

6. According to the results of the evaluation:

· eliminate assumptions

· retain assumptions or/and

· redesign the intervention logic accordingly. 

The evaluation of the assumptions is done at three different levels as

indicated on FLIP CHART 11 and with the guide shown in FLIP CHART 13.
FLIP CHART 13 : Guide to evaluate the assumptions
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VERIFYING THE SUSTAINABILITY OF THE PROJECT
What is the sustainability. of  a development project?

A project. is an intervention for a limited period of time. The goal of such an intervention is often to transfer external resources or/and particular technical skills to an existing situation, community or organisation. 

Because a project has a short life span it is necessary to insure that once the project is finalised the planned results of such an intervention can be maintained in the long term. The sustainability of a project is therefore the capacity to continue its aims and results of the project after the project has been terminated.

Thirty years of development project experience has shown that most project managers are only concerned with achieving short term results and do not consider the long term impact of their projects. In other words most project managers do not look beyond the life time of their project. In many ways they are not required to do so because their success as a  manager is almost entirely evaluated on their capacity to manage the project's resources. In most cases the impact of a project is very limited or projects become an institution in themselves. This often means that project have to be extended over longer periods of time to maintain their impact. 

Because of this considerable amounts of resources ( personnel, technology, inputs, etc..) are therefore spent on trying to create the conditions for a secure hand-over of the project.
How can sustainability be improved?

It is first and foremost important to see a 'project' as a short term external intervention bringing in external resources which should compliment existing 'local' resources. The aim of the project is therefore not only to realise it's specific objective but to ensure that this objective fits the context in which the project is operating.

Experience teaches us that the following factors are important for the sustainability of the project.

1. Policy support
Explain how the project fits into the policies of the central or (and) local authorities. It should be mentioned if assistance is required to draw up new or adjust existing policies to support the intervention.


2. Appropriate technology
This covers the technical ways and means to carry out the activities of the project and the technology selected to solve particular problems. The different needs of the beneficiaries (men and women) should be taken into account when selecting a particular technology. An explanation should be given why a particular technology has been selected , how it fits in with existing practices, if it can be maintained and if particular training will be needed to insure it's proper adoption.

3. Environmental aspects
The importance of environmental considerations is now widely recognised. Although this factor might be negligible in some cases the likely environmental impact of the scheme but the way the project proposes to deal with it should be described. It should also be stated if any additional studies or/and protection measures will be necessary.

4. Socio-cultural aspects
In most cases the social and cultural factors influencing motivation and hence the participation of the beneficiaries and stakeholders are crucial for the success of the project. Special attention should be paid to the impact on and the involvement of marginal sections of the population (the poor, women, etc..) and for projects designed to assist these sectors their sharing in the fruits of the project in the short and long term.

5. Institutional and management capacity
Of public and private bodies involved in the running of the project but also of local (formal and informal) organisations is often crucial to sustain the results of the project in the long term. It is important that the project is designed to suit the local organisational capacity. The project proposal should spell out how existing organisations will be integrated and supported to improve their management capacities and increase their control over the project.

6. Economic and financial analysis
It is essential to forecast realistically the economic and financial sustainability of the project after its implementation has been finalised.

These importance of these factors for sustainability depends on the specific situation of the project. It is important to address them during every phase of the project management cycle (analysis, planning, monitoring, evaluation and adjustment).

DETERMINING THE OBJECTIVELY VERIFIABLE INDICATORS  (OVI’S)
Indicators are operational descriptions of the objectives and results. They indicate the content of objectives and results in precise terms. As such, indicators provide us with a basis for monitoring and evaluation. The precise descriptions given by the indicators allow us to measure in how far the results and objectives have been realised.

In the case of qualitative indicators as for example, changes within an organisation, several indicators might be necessary to indicate change. 

It is not always possible to find good indicators and it is sometimes necessary to use ‘proxy indicators’ which describe the achievements in an indirect way. It is however always necessary to make sure that these give a reliable measure of change.

To formulate reliable indicators it is necessary to have adequate information on the existing situation. In case the information does not exist at the time of drawing up the Logical Framework then activities have to be included to verify the existing situation (interviews, base - line data gathering,..) before the project starts.

Indicators should be SMART or, in other words:


Specific, Measurable, Appropriate, Realistic and Time-oriented. 

(see FACILITATOR'S GUIDE 12 and FLIP CHART 14)
FLIP CHART 14: Steps to determine indicators (OVI’S)

Identify indicators for all objectives and results in the following way:

STEP




EXAMPLE
Identify the target group or target object
Small farmers (= cultivating < than 1 ha)

Quantify



Teff yields increased by 30% among 1000 




farmers

Define quality if necessary

while maintaining the same quality of 




Teff as in 1995

Specify the time frame


between 1999 and 2002

Define the location


in district A of Latgale region

DETERMINING THE MEANS OF VERIFICATION
The means of verification specify in which way the information necessary to verify the indicators will be obtained. Including these means in the logical framework makes it possible for the planners to determine if the indicators they have defined are realistic and can be easily checked.

The collection, processing and storage of the information to check the OVI’s should be included in the project plan as a management activity (quality control) and the cost should be included in the budget. If the cost of quality control is too high other indicators which are easier to verify should be found.
FLIP CHART 15: Steps to determine the means of verification 

· Stipulate the sources of information needed to verify each indicator.

· If these sources are external to the project, review them in the following way: 

· how much information do these sources contain which is specific enough for the region / target group/ target object

· how reliable is the information (how has it been collected,..) 

· how up-to-date is the information

· how accessible is the information (will the project be allowed to use the information) If suitable external sources cannot be obtained the project should consider collecting it’s own internal information (remember this can be quite costly) 

· Replace the indicators for which no external information can be found and for which it would be too costly to collect the information internally.

(see FACILITATOR'S GUIDE 13 )

THE LOGICAL FRAMEWORK or PLANNING MATRIX
The Logical Framework which is the result of the preceding steps, provides a one page summary of:

WHY
an intervention is carried out


WHAT
the intervention is expected to achieve


HOW
the intervention logic is going to achieve these results


WHEN
the intervention will be executed


WHICH
external factors are crucial for the success of the intervention


WHAT
the cost of the intervention will be........


The LOGICAL FRAMEWORK is structured in the following way:


Intervention Logic
Verifiable Indicators
Means of Verification
Important assumptions

Overall Objective






Specific Objective






Planned Results







Activities & Sub-activities

Means
Costs








STRUCTURING A PROJECT PROPOSAL
The use of the LF method has to a certain degree contributed to the fact that donor agencies are beginning to use similar formats for project proposals. Usually project proposal formats received from donors are accompanied by guidelines explaining how the document should be completed to enable the agency to process it efficiently. 

A project proposal should contain the following sections:

1. A brief summary of the project (1-2 pages)

2. A general description of the context and background

3. A detailed description of the project purpose

4. Factors insuring sustainability.

5. An explanation of the managerial aspects and organisation of the project (implementation).

If possible keep your proposal as succinct and to the point as possible and include all reference and background material in annexes.

1. Brief summary of the project  

Similar to an executive summary of a report this 1- 2 page summary of the proposal should contain it's key aspects such as:

· the title of the project;

· the sector (e.g. agriculture, health, urban renewal, rural,....);

· a very brief description of the purpose of the project, it's beneficiaries and its intended results;

· the total cost of the intervention and the amount of financial assistance requested from the donor agency;

· when the project will be implemented;

· the name of the agency (ies) who will implement the project;

· the name and address of the agency who will be take the financial responsibility if funds are made available;

· the name of the individual who will sign the contract with the donor agency.

The logical framework should always be attached as an annex
2. A general description of the context and the background of the project

Giving details of :

· The geographical location of the project including a map if available.

· A description of the macro-economic and political context in which the project will be implemented and which could affect the results of the project. It should be supplemented with a brief outline of the Government's policy in the sector in which the project will be carried out.

· Features of the sector
Should be confined to what is necessary to understand the nature of the problems that the project is attempting to solve including the potential constraints (including demographic, environmental and gender issues). The overall objective of the project should be explained in relation to the features of the sector.

· Beneficiaries and parties involved
Analysis of the interests of the different stakeholders together with the role the beneficiaries in designing the project.

· Other interventions of the Government and other donors which have taken place in the past that may be relevant.

· Documentation available
Available documentation on the sector, area, past projects, etc.. plus documents of the preparation stage are to be mentioned. Special reference should be made to any pre-feasibility and feasibility studies and earlier evaluation report.

3. A detailed description of the purpose of the intervention

This section should form the main part of the proposal and contain the following:

· Strategy of the project
Once the problems have been analysed and the various options for an intervention defined, this section should explain the reason why a particular strategy has been selected and how this fits in with the context and the needs of the beneficiaries.

· The purpose (specific objective) of the intervention;
A clear indication of the planned results necessary to achieve the particular purpose of the project followed by a detailed descriptions of the activities to be undertaken in the first phase of the project (1 - 3 years) and a more general description of the activities to be undertaken in subsequent phases . 

· The major assumptions 
This section deals with the external factors outside the immediate control of the project, that will be important for its success. The proposal should describe how the project management could deal with uncontrollable factors or unforeseen situations and what degree of flexibility there is in the project for this.
4. Factors insuring sustainability

As already stated a 'project' is a short term external intervention. It is therefore important to explain how the results of this intervention will be maintained after the project has been terminated (sustainability). The factors which influence sustainability are mentioned under "Verifying the sustainability of the project".

5. Implementation of the project

This section deals with the internal organisation and managerial aspects of the project:

· Organisation and procedures
Implementation procedures as far as these are already known, the responsibilities of the people and public/private bodies involved. The role of the beneficiaries and local organisations in the implementation, monitoring, evaluation and management. Details of the reporting procedures.

· Monitoring and evaluation
Including details of how (indicators, means of verification) the results, objectives and assumptions will contribute to quality control and adjustment of the project. Provision should be made for independent evaluation of the project at some point during implementation and the possibility to review the project.

· Physical and non-physical investments
Including the use of local and external means such as technical know-how, specialist expertise, infrastructure, equipment, services and funds.

· Cost estimate and financing plan

· A realistic timetable for the implementation


AN INTRODUCTION TO OPERATIONAL PLANNING
There are two main aspects to be considered when drawing up an operational plan for an intervention, namely:


- the planning of the content' activities = those activities worked out in the Logical Framework, and;


- the planning of the management activities = all activities which have to do with the organisation of the content activities.

1.  Detailed planning of "content" activities

Detailed planning of content activities is a relatively simple activity.  The appropriate approach is similar to the approach of the planning of the activities for the results : one should detail all necessary sub-activities to implement the concerned activity. If necessary, one can add a supplementary level of detail ("sub-sub-activities"). Meanwhile, "over planning" is to be avoided; planning of practical activities can often be postponed.  There is no general rule enabling to fix the desired level of detail; often it is difficult to decide on the appropriate level of detail on beforehand. Generally speaking, this level has to allow for : 

· adequate timing of activities

· adequate division of tasks and responsibilities

· adequate estimation of means and a precise cost calculation


2.  Detailed planning of "management" activities

As stated before, these activities are necessary to support, manage, ... the "content" activities. Hereafter we distinguish between five groups of management activities of which each deals with a specific aspect of the intervention :

· activities related to time management

· activities related to financial management

· activities to assure the quality of the intervention

· activities related to the information process (within the intervention and between the intervention and its environment)

· activities related to the organisation of the intervention. 

The activities in these domains can be considered as efforts to "conduct" properly the content activities. In other words, each of the content activities can be approached from the perspective of each of the five management aspects (time, money, quality, information, organisation).

This scheme also shows that each of these management aspects directly influences the content activities and will have from that moment on an impact on the efficiency and the effectiveness of the intervention.

2.1. Planning of the time aspect

The time factor comes to the fore with respect to decisions concerning the periods of implementation, the starting point of an activity and the question whether various activities will be (or can be) implemented simultaneously or not. 

This planning has to :

· fix the amount of time necessary for each activity and for the intervention as a whole,

· relate the execution of the activities to the calendar (parallel with or following other activities),

· monitor the implementation of the activities according to the management cycle (see above).
2.2.  Planning of the financial aspect

This includes financial planning of all activities costing money and/or generating an income.

Financial planning has to :

· define the total cost and income of the intervention,

· define the cost and income of every (management and "content") activity,

· define the activities and procedures of the financial management (budget, bookkeeping, cash, ...),

· plan the liquid assets of the intervention (expenses and income related to the calendar);

· monitor the implementation of the financial management activities according to the management cycle (see above).

2.3. Planning of the information aspect

Planning of the information aspect is important, within the project itself (e.g. the flow of information between those directly involved in the implementation), as well as in the external relations (between the project and outside individuals and organisations):

· within the intervention itself, each member of the intervention on the one hand generates information and has information at his disposal that has to be distributed towards others;  on the other hand, each one depends on the information of others;

· the intervention should provide information (e.g. : reports and programmes) to its environment and its development often depends on information to be provided by the outside world.

In this respect, planning of the information aspect concerns :

· planning of the production and the dissemination (within and outside the intervention) of all necessary information concerning the activities of the intervention,

· obtaining all necessary external information.

Information planning has to :

· define the information to be registered within the project

· fix the procedure of generation, distribution and filing of this information

· monitor the implementation of the information management activities according to the management cycle

There are few specific techniques which specifically deal with information management. There are some standard methods for organising documentation and filing systems.
2.4. Planning of the quality aspect

It is important to formulate the requirements with respect to the quality of the intervention clearly (= in measurable terms) so that an objective assessment is possible. The logical framework provides us with indications on the required quality of the objectives and results and on the way to verify them (columns with the objectively verifiable indicators and the means of verification).

Monitoring will have to include following up on the results of the project using the indicators as well as checking any changes in the context of the intervention . The latter includes a regular check on the assumptions which have been drawn up during the planning stage.

Planning of the quality has to :

· formulate the criteria necessary for a qualitative appreciation of the activities and define the means and procedures of verification (as far as this has not yet been done during the planning stage);

· define all activities necessary for quality control;

· follow the implementation of the quality control activities according to the management cycle (monitoring , evaluation and re-adjustment).

2.5. Planning of the operational aspect

Planning of the organisational aspect aims at assuring the appropriate implementation of all tasks by the persons in charge.

Planning of the organisational aspect includes:

· the tasks and responsibilities (within the organisation and in its relation with the environment),

· the formal communication procedures within the organisation,

· the decision-making procedures,

· the motivation and the team-building.

In this respect, planning of the organisational aspect has to :

· provide a clear definition and division of tasks and responsibilities 

· define and maintain the communication procedures,

· define and establish decision-making mechanisms,

· take into account the motivation of the intervention team and the internal relations within this team (team-building),

· follow each one's performance within the intervention,

· follow the implementation of the organisational activities according to the management cycle.
2.6. Definition of the internal structure of the intervention

Interventions in the field of development are often unique initiatives. That is to say they wish to attain a series of particular objectives in a particular environment. Consequently, there are no organisational models providing an adequate basis for the definition of the intervention structure.  

The definition of the intervention structure has to be based on the identification of logical relations between all identified activities. Several "logics" can be used to define this structure. For instance, the project can be organised on the basis of:

· the geographical location of its various activities (e.g. : northern sector, southern sector, ... of the intervention),

· the Project Cycle Management process within the intervention as outlined in the introduction to this manual (e.g. : sector analysis and preparation, sector implementation, sector evaluation),

· the "products" (or the results) the intervention has to provide.

In general it is recommended to organise a project according to the results it has to deliver. The location of the activities to obtain these results and the internal management processes necessary are then considered as secondary factors for the structuring of large projects. The 'Analysis of the organisational support network and organisational strengthening' indicated as STEP 4 in the introduction of this manual assist in establishing the best possible way of structuring the project once the results of the intervention have been identified.

Once the intervention structure has been defined, one can move on to the division of tasks and responsibilities (= logical regrouping of the activities into functions, each having their particular responsibility). This description of functions will provide a basis for the elaboration of profiles with a view to staff recruitment.

Table of Contents

1INTRODUCTION OF THE LF METHOD

Which materials do you need to organise a workshop ?
1
Introduction about the aims of the methodology
2
Main steps of the LF methodology
2
Demonstration of the method with an example
3
Role of the facilitator
3
PREPARATION
4
Defining the entity
4
Identifying the stakeholders
4
PROBLEM ANALYSIS
5
Rules for the project analysis
5
1.
Problem formulation
6
2.
Visualisation of the problems
6
3.
Eliminating doubles and clarification of the content
6
4.
Constructing a ‘Problem tree’ (PT)
6
ANALYSIS OF THE ALTERNATIVES AND SELECTION OF THE INTERVENTION STRATEGY
7
1. Identifying the overall and the specific objective of the project or programme
8
2. Identifying various alternatives
8
3. Selecting the project strategy
9
4. Formulating objectives
9
THE INTERVENTION LOGIC
10
IDENTIFYING AND EVALUATING IMPORTANT ASSUMPTIONS
12
VERIFYING THE SUSTAINABILITY OF THE PROJECT
14
What is the sustainability. of  a development project?
14
How can sustainability be improved?
14
DETERMINING THE OBJECTIVELY VERIFIABLE INDICATORS  (OVI’S)
16
DETERMINING THE MEANS OF VERIFICATION
17
THE LOGICAL FRAMEWORK or PLANNING MATRIX
18
STRUCTURING A PROJECT PROPOSAL
19
1. Brief summary of the project
20
2. A general description of the context and the background of the project
20
3. A detailed description of the purpose of the intervention
21
4. Factors insuring sustainability
21
5. Implementation of the project
22
AN INTRODUCTION TO OPERATIONAL PLANNING
22
1.  Detailed planning of "content" activities
23
2.  Detailed planning of "management" activities
23


Shortage of pesticides





Harvest affected by pests





Effect





Effect





Cause





Cause





Cause





Starter problem



















Page 8

_981571516.bin

_981612501.bin

_981569911.bin

