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IDENTIFICATION  To identity what a project will focus on, we need to find out who should
benefit and what their needs are. A ‘needs assessment” will give an overview of

community problems. A ‘capacity assessment’ will help identify which problem the

project should address.



DESIGN Once it is decided to go ahead with the project, we can start to think about the
detail. This involves carrying out further research into the people aftected by a problem
and how they are affected by it. We also need to consider the risks to the project and how

we will measure the project’s performance.



IMPLEMENTATION During the implementation of the project it is important to monitor and

review the progress of the project and any outside changes that affect it. The project

plans should be adjusted where necessary.

EVALUATION Evaluation should be carried out at or after project completion. Evaluation
could be carried out a few months or years after the project has finished in order to assess
its long-term impact and sustainability

N




LESSON LEARNING While the project cycle is a usetul way of outlining the stages of a
project, it has one drawback: it makes it look as though one tool follows another. In fact,
many of the planning tools can be used at any stage of the project. They should be
repeated throughout the project’s life to ensure that any changes that might affect project
success are accounted for. Findings should also be used for organisational learning and to
improve other projects.

N
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lack of time, or not making time to plan
B not knowing how to plan
B difficulty in getting the right people together
m finding it ditficult to plan because the future is so uncertain

n wanting to do things immediatel}f because the need is urgent, rather than think

about them.

N






B A fisheries project digs pnnds, but they do not hold eneugh water because the soil

does not contain enough clay, Not enough technical information was obtained.

B A handicraft project helps pec:ple to make shoulder bagﬁ. A year later there are large

SIDCkS Df LS50 d I)HgS I)E‘CHUSE' not E‘HDllgl] I'ESE'HI'Cll llﬂd l)E‘F.'I] dOHE‘ iI]IO Illﬁ' H]kaﬁ'tiﬂg

HSPE‘CIS thllﬁ' _JI'GJECL

B A project builds latrines, but the women do not use them because the area is badly lit
and they fear attack by men. Social and cultural factors have not been taken into

account,

N




Figure 2: Merging PCM and Logframe Approach

Merging PCM and Logframe Approach

+ Project Cycle Management + Logframe Approach

Defines different phases in the A methodology for planning,
project life with well-defined managing and evaluating
management activities and programmes and projects, using
decision making procedures tools to enhance participation

and transparency and to improve
orientation towards objectives

The decision making
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Project management
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PCM tries to ensure that:

1. projects respect and contribute to overarching policy objectives of the EC such
as respect of human rights, poverty alleviation and to cross-cutting issues such
as gender equality, protection of the environment (relevance to and compatibility
with theses issues in the broad sense);

2. projects are relevant to an agreed strategy and to the real problems of target
groups / beneficiaries;

3. projects are feasible, meaning that objectives can be realistically achieved within
the constraints of the operating environment and the capabilities of the imple-
menting agencies;

4. benefits generated by projects are sustainable.

N




4. puts emphasis on a clear formulation and focus on one Project Purpose, in

For that purpose, PCM
1.

uses the Logical Framework Approach to analyse the problems, work out suit-
able solutions - 1.e. project design, and successfully implement them.

requires the production of good-quality key document(s) in each phase, to en-
sure structured and well-informed decision-making (integrated approach).

requires consulting and involving key stakeholders as much as possible.

terms of sustainable benefits for the intended target group(s).
incorporates key quality issues into the design from the beginning.

—
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m By tall{ing to different pcc}ple, we will be able to understand how pmblems affect
pcaple diffﬁl‘t‘[ll’l}’. For cxamplﬁ, poor access to clean water may affect women more

than men because women have to walk a long way to fetch water.
B Circumstances change:

* There may be new people in the community.

* There may be new needs.

* Old needs might have been addressed.

* Problems might be affecting people differently.

B Neceds assessment givcs pEDPlC an DPPDITLII]il’}’ to priaritisc their needs, which leads to

4 mMore SUStﬂiﬂﬂblE dﬁvﬁ'lﬂpﬂlﬁﬂt PI'DjECl'.



jE‘I]'EHdEd quE'SI'iDHS SUC]] ds.
| W’lﬂl’ 4alrc l'hﬁ' lTlElil'l PI'DIJ]EITIS vou fﬂCE‘ iIl your arca Df WFDI'I{?

B What are the main pressures that PEDPIE in the mmmunit}r face?

B What simplc things could be done to Improve the situation?

.



This tool 1s used with a group of 10-20 pmple. [t hclps them to understand and voice
some of the prmblﬁ'ms l'hf:}’ face and the needs thf:}r have. A focus group enables pt‘DplE
with different views to discuss their differences, clmll-:ngc assumptic}ns and come to 2
collective undcrstanding of the needs of the community. By ﬁxplc}ring 1SSLIES mgﬁthﬁr
from the start, communities start to own the devﬁlmpmcnt intervention.

Questions to stimulate discussion could include the following:

B Whart are the main pressures that PEDP[E in the ccumnunit}F are facing?

B What simplﬁ things could be done to Improve the situation?

mIf you could changc one thing in this community, what would 1t be? W'l‘l}??




Community mapping

This tool involves community members drawing a
map of their community to tell their story together.
They draw either on paper or outside on the
ground, using whatever resources are available. They
are given little guidance of what to include. The
important point of the exercise is to discuss what
people have drawn. The map might show the
natural and physical resources in the area — forests,
rivers, roads, houses, wells. It might show important

p-':Dplf: and organisations.




Once the map has been drawn, encourage discussion b}r ;1sl~:ing questions such as:

m Howdid you decide what to include? What was excluded?

W
W
A\
W

1at was c"mp]lasiscd? Which are the most impormnt parts?
1at was difficult to represent?
1at were the areas of disagreement?

1at can we learn from the map about the needs of the community?




Lo gain greater understanding of the issues facing different groups within the
community, the groups should work SEPHI‘HIEI}’. A map b}r young pmplc may show very
different information from that of older women.

Questions for discussion could include:

B What differences are there between the maps?

n Wh}f are there differences?

| HDW dDE‘S l'hﬁ' iﬂﬁ}[’ﬂ]}ltii}ﬂ FI'DI'I] EﬂCh map l"lﬁlp [o l"llﬂl{ﬁ' d IMoTIc CDH]PIEI'E PiCl’Ul‘E‘ IDF

l'l"lﬁ cominu l'lll"'gé’?J



Once the needs have been 1dentified, community members should be glven the
opportunity to say which needs thc}f feel are a priority. Ask them to group their needs
Into gencral issues such as water, health, land and food. It does not 17115:4:-'35saril}F matter

hDW Tl"lﬂ}’ dI¢ gI'IDLlPECL IJUT il' iS iI'I]PIDI'l'ﬂIlT l'hﬂ[ PEIDP]E cdll sCC hDW l'llﬂil' CONCErns llﬂ"v’ﬁ'

.

been included.



Once the needs have been gmupfd, community members can decide which of the issues
should be etven priority. Write a | of the tssues onto separate pleces of paper. Community

l'l'lEl'l'llJEI'S tllﬁl] PlHCE l'hﬁ'l'l"l il'l oracr ill d “Ilﬁ' fl'DlTl l'hﬁ' Most il'l'lPDITfil’lt (o l'l"lﬂ IEHSI'

iﬂlle‘ rant. EIICDLII‘ dgc tllﬂl]] {0 d iSCUSS ﬂlld I]Egﬂl’iﬂl’ﬁ' Wil'l"l E‘ﬂCh Dl'l]ﬂ[' ﬂ[]d {0 move l'l'lﬁ'

Piﬁ'CE‘S DF paper ’EiI'DUl'lCl l.]l'll'il tllﬂ}’ ﬂ” agrce.



Communities should be encouraged to use their own capacities and resources to address
the problems they face. It is therefore important to carry out a capacity assessment after
needs assessment to identify strengths that the community could use to address the
problems they identified carlier. The project, if needed, should focus on strengthening
the community’s capacities to address their problems. By doing this, we are facilitating

l'l"lﬁ' CDH]H]I.]Hit}’ o ﬁddeSS l'l‘lE'iI' PI’GIJ]EITIS l'ill'hﬁ'[' 1'113111 ﬂdd[’ﬁ'SSiﬂg thﬁil‘ PI’DIJIE‘ITIS fDl‘ l'l"lﬁl"l].




HUMAN These enable pmplc to make use of their other resources. Thc}f include skills,

l{IIDWlECIgE, abllltv [0 WOrk ﬂlld gDDCI l"lﬁﬂll'l"l.

SOCIAL These are based on rclatimlships and include organisations and groups within the

CDl'l'llTlLlI'llt}’, PDllthﬂl STructures Ell'ld lIlfDI’l’l]ﬁl NETWOTrKS.

NATURAL These form the local environment and include land, trees, water, atr, climate

N

and minerals.



PHYSICAL These are man-made, such as bui]ding, transport, water suppl}r and sanitation

SCIVICES, COCTZY SOUTCes HIICI I'EIECDHIHIUDICHHGIIS.

ECONOMIC These are things that pEDPlE can use to sustain their livelthoods, such as money

and savings, grain stores, livestock, tools and cquipmcnt.

SPIRITUAL These include faich, scripture, guidancc and prayer.



Write the capacities onto a large piece of paper and ask community members to identify
how they could be used to address the problems identified during the needs assessment.
Then ask community members to think about which capacities should be strengthened
so that they can start to address their priority problems themselves. This is what the

Pl‘DjE'Cl' ShDLlld [:DCI_]S O11.




Decide whether it is realistic for our organisation to strcngthen the community’s capacity

to meet the priority need:

B Does meeting the need fit in with our mission?
B Does meeting the need agree with our values?
B Does meeting the need fit into our strategy?

B Will meeting the need be too risky?

B Do we have enough experience?

| DD W¢E hﬂVE EI]Dngh resources?



ASSET TYPE

CAPACITIES

Human Gonstruction skills
Strong self-help tradition
Women make local handicrafts
Social Community centre

Church building
Local primary school

Natural

River




Physical

Good access to city centre

Internet café nearby

Water standpipes
Economic Revolving fund

Income from trading in city centre
Spiritual Servant leadership

Unity among church members

.




Once a need has been identified which a project can address, write a concept note. A
concept note outlines the project idea. It does not have to contain a lot of detail and may
only be about two pages in length. The reason for writing a concept note before a full
proposal is so that our organisation’s leadership or a donor can gain an idea of what we
hope to do. They can ensure it fits with strategy, check its relevance and quality and give
feedback before a lot of time, effort and resources are spent planning the project. If an
organisation does not have a process for checking projects at this stage, it should consider

SE‘I’I’iI]g onc up. Tl"lﬂ ITIE'I'HIJEI'S DF Sl'ﬂlff I'E'SPIDHSHJIE' lCDI' ﬂPPl‘ﬂiSiI]g CE}HCEPI’ NOTEs ShDLllCl 351{

N

the questlons at the top of this page.




e project idea

gfion or donor can gef
2lan to do a hope

gll strategy




Concept notes should outline:

background information

why the project is necessary

who will benefit from the project
how they will benefit

dll ESI’iITlE.I'E DF IJDI']"I l'l"lﬁ I'DI'HI bLlClgE'l' Ell'ld l'l"lE FEesSOUrces l'lEE'ClECl FDI' ClE'SigIl.




Once a priority community need has been
identitied, we can start to think about how it can
be addressed. Project design consists of:
m stalceholder anal}rsis f
B research, including pmblem anal}rsis

lﬂg frame

rislk anal}rsis

action planning

budgcting.



Stakeholder analysis

‘Stakeholders are:
n pr:c}ple affected b}f the Impact of an activiy

| PEDPIE‘ ﬁ’llD Cdll il]HLIE'I'lCE l'llﬁ iITlPE"iCI' Df dll HCl'i‘-fil'}’.

Stakeholders can be individuals, groups, a community or an Institution.

N




STELI{E]"IDICIEI' groups arc ll"lﬁdﬁ up DF PEDP[E‘ Wl’lD Shﬂ.fﬁ' 4 COminon iIHEI’ESl’, SUC]"I 45 an

NGO, church leaders and the community. However, such groups often contain many
sub-groups. Secing the community as one stakeholder group can be meaningless because
some people may have very different interests from others in the same community. It
may be necessary to divide the community into a number of sub-groups according to
aspects such as status, age, gender, wealth and cthnicity. These sub-groups may be

HFFECI'ECI b}’ l'hﬁ' PI'GjECl' ill Cliﬂ:.ﬁfﬁ'ﬂl' Ways, H.I"ld SOIMe SUIJ'EI'DLIPS may hﬂ“.’ﬁ' d IDI' more

N

iIlHUEHCE on l'l"lﬂ iﬂlPﬂCl' D'F l'l"lE PI'DjECl' l'l‘l?lﬂ lDl'l"lEI'S.




[t might also be unwise to view the government as one stakeholder aroup. [t may be
necessary to list government ministrics as different stakeholder groups if tht‘}’ have
different, and even mnﬂicting, opinions about a dc‘.-’ﬁlmpmﬁnt pmpﬂsal. Government at

l'lE'ltiDI]iil, state ’Eil'lCI ]DCH] IEVE]S mdy HISD lmvc VEry diffﬂfﬁ'lll’ il"ll'EI'E'Sl'S.




USER GROUPS — pmplc who use the resources or services in an area

m INTEREST GROUPS — PEGPIE who have an interest in, an opinion about, or who can affect

the use of, a resource or service
B BENEFICIARIES of the project
m DECISION-MAKERS
B THOSE OFTEN EXCLUDED from the decision-making process.




Stakeholders could belong to one or more of these groups. For example, someone might
be a user of a handpump (user group), and also involved in the water user association

that manages it (interest group, decision-maker).

Stakeholders are not ::ml}r those who shout the loudest. Those who are often excluded
from the decisimlrmal{ing process due to age, gcndcr or cthnicit}f are those who are most
likely to lose out if they are not included in the project planning. What methods could

bﬁ' LISECI [0 ensure l'hESE' Stﬂl{EthdEI’S arc iIl‘v’Dl\"Ed?




Stakeholders can be divided into two main types:

m PRIMARY STAKEHOLDERS who benefit from, or are adx-’ersﬂ}? affected b}r, an actlvity. This
term describes pEDPlE whose wellrbcing may be dcpf:ndent ON A resource or service or

area (eg: a forest) that the project addresses. Usuall}f thf:}F live in the area or very near

the resources in question, Thc}r often have few options when faced with changc, S0
l'h-.‘:}’ have difﬁcult}f adapting. Primary stakeholders are usuall}F vulnerable. Tl‘lﬂ}’ are

l'h-‘i' reason ‘Nl’l}’ d PfﬁjﬂCl’ iS Cﬂ[’[’iﬁd out — l'l"lﬁ El"ld LISCIS.




m SECONDARY STAKEHOLDERS include all other peoplc and Institutions with an interest in
the resources or area being considered. They are the means by which project objectives

cdn IJE Imet, l'ﬂl'hf‘:l‘ l'h'ELl"l dll El'ld il] thEHlSEl‘;’ES.

[f stakcholders are not identified at the project planning stage, the project is at risk of
fatlure. This 1s because the project cannot take into account the needs and aims of those

who will come into contact with it



Study the picture below. Villagers are concerned about a new dam which has been proposad in
their valley. The dam will help provide drinking water for the city. It is decided that the project
should focus on ensuring that the views of villagers are listenad to so that their livelihoods are not
adversely affectad. |dentify the different stakeholders of the proposed dam, saying whether they
are primary or secondary.
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Stakeholder anal}fsis is a useful tool for idﬁlll’if}’il‘lg stakeholders and dcscribing the nature

of their stake, roles and interests. Stakeholder anal}rsis helps to:
B improve the project’s undcrstanding of the needs of those affected b}r a pmblem

| I'E".-'Eﬂl 1101"-.-’ lil’l’lﬂ WC l{l'l{}"W 45 D'Lll'SiClE'l'S., “’l’liCh cncourages 1'1'10513 "L"Jl'li} CID l{IID‘W ro

participate
B identify potential winners and losers as a result of the project

| I'ECILICE, or l"lIDPE{:LlH}’ remove, PDI’E‘I]I’iﬂl llﬁgﬂ.l'i'u’f: Pl‘i}jECt iﬂ]PﬂCl’S



N iclcntiﬁ.F those who have the rights, interests, resoutces, skills and abilities to take part

il'l, or illﬂLlE'l'lCE l'llE COUTSC E]'E. l'hf: PI'DjE'Cl'

B iClElll'ii:}’ 'Wl"ll} ShDLllCI bﬁ EI]CDLII'H.gEd to l'ﬂliﬁ Pﬂl'l' iI] l'hﬁ PI'DjECl' Plﬂﬂl’lillg ﬂlld

implementatim
N idcntify useful alliances which can be built upon

N iclcntif}r and reduce risks which might involve idcntif}ring pﬂssible conflicts of interest

N

and expectation among stakeholders so that conflict 1s avoided.




Stakeholder anal}rsis should be done when pﬁssible projects are identified. It should be
reviewed at later stages of the project c}rcl-': to check that the needs of the stakeholders are
being adﬁquatel}’ addressed.

[t 1s important to be aware that there are risks in dﬂing a stakeholder anal}fsis:

m [he anal}rsis 15 Dl‘ll}’ as gm:rd as the information used. Sometimes it 1s difficult to get

l'l"lﬂ necessary illfl}fﬂ]ﬂtiﬂﬂ, ﬂl]d many ﬁSSUﬂlPl’iDHS ‘Will l]ﬂ"u’n‘.’: o bE l"l'lﬂ.dﬁ'.

m [ables can G“.-'E'l‘siﬂ‘lpliﬁf cmmplex s1tuations.



A community identified their priority need as imprm’ﬁ-d access to safe water and

PI'DCIUCECI l'l‘lﬁ' fDllG“’il’lg tﬂblﬁ.

STAKEHOLDERS INTERESTS LIKELY IMPACT PRIORITY
OF THE PROJECT
Primary
Local community Better health + i
Women Better health + 1
Walk less far to collect water +
Opportunity to socialise —
Safety while collecting water +
Children Better health + 1
Walk less far to collect water +
Time to play +




Secondary
Water sellers

Community health
workers

Local church
Health NGOs
Ministry of Health

Donors

Income

Reduced workload
Income

Involvement of church workers in project
Better health
Achievement of targets

Effective spending of funds
Achievement of health objectives

+

++ + + +

= e O LD




INFLUENCE is the power that stakeholders have over the project.

IMPORTANCE is the priority given by the project to satisfying the needs and interests of each
stakeholder



The community identified their priority need as impmvcd access to safe water, and
PI'DCII_ICECI the foll{}wing table.
€I
@
T PRIMARY STAKEHOLDERS
3 1 Local community
2 2 Women
1 3 Children
17
S 9 4|6
E SECONDARY STAKEHOLDERS
E 4 Water sellers
= 5  Community health workers
5 6 Local church
7 Health NGOs
8  Ministry of Health
= & 9 Donors
(-
-
LOW INFLUENCE HIGH




lh.-TT.vLJ.LI.tvLLI.'l_J'J.I.IJI L R e A [ FL A B
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m IMPROVED EFFECTIVENESS Participation Increases the sense of Dwnership of the project

by beneficiaries, which increases the likelihood of project objectives being achieved.

m ENHANCED RESPONSIVENESS lfpcoplf: participate at the planning stage, the project 1s

morc lll{El‘u’ Lo Tﬂl‘gﬂl’ EFFDIT ﬂ[ld iI]PUtS at PEI’CEiVEd HEECIS.

m IMPROVED EFFICIENCY If local knawlf:dge and skills are drawn on, the pmjcct 1s more
lil{El}’ to be gm:hd qualit}z stay within budgﬂt and finish on time. Mistakes can be

avolded and diEagreements minimised.



IMPROVED SUSTAINABILITY AND SUSTAINABLE IMPACT More pcc}ple are committed to
carr}fing on the activit}’ after outside support has smppcd.

m EMPOWERMENT AND INCREASED SELF-RELIANCE Active participation helps to dcvﬁlﬂp skills

ﬁl]d CDHﬁdEI]CE‘ ﬂﬂ]DIlgSl’ bﬁ[lﬁﬁCiﬂ.l‘iES.

m IMPROVED TRANSPARENCY AND ACCOUNTABILITY, because stakeholders are giv&n information

and decision-ma ng power.

m IMPROVED EQUITY if the needs, interests and abilities of all stakeholders are taken into

account.




Levels of
participation

others to set priorities and

Adaptad from
introduction to the
Frogra mme and Projact
Cycie: irating handbook
CIDT (2002) Unlvarsty
af Wolverramptan

ACTION FOR/WITH
Being consulted; others
analyse and decidea
course of action

ACTION FOR
Baing informed or sat tasks:
others set the agenda and
direct the process

Informing
ACTION ON
Being manipulated; no
real input or power Coercion

decided by others

ACTION BY
Being in control; little or
no input by others

O

Gontrol,
collective action
or co-learning

ACTION WITH
Partnership; work with

course of action

O

Co-operation/
partnership

Consultation

decided by ourselves




TYPE OF PARTICIPATION

Inform Consult Partnership Control

Identification

Design

Implementation
and Monitoring

Reviewing

STAGE IN PROJECT

Evaluation




o
y
ﬁ
g
=
"
=
=L

TYPE OF PARTICIPATION

Inform Consult Parinership Control
IDENTIFICATION Health NGOs Cross section of
Donor community
DESIGN Donar Community Health NGOs Project staff
Women Ministry of Health
Children Local church
Water sellers
Health workers
IMPLEMENTATION Donar Women, children Project staff
AND MONITORING Water sellers
Local church
Health workers

N




REVIEWING Donor Women, children
Water sellers
Local church
Health workers

EVALUATION Donor Ministry of Health
Health NGOs
Community




understand the context in which the project Is tal{ing p]ace
B understand the causes and effects of the issue that is bcing addressed

B understand what others are dc}ing in order to avoid duplicatinn and to work mgether
if appropriate
B cnsure that the response takes into account all factors and 1s the most appropriate and

effective for the situation

| LlI]CIE'I'Sl'ill]Cl hDW l'l"lﬁ context iS C]]Elllgillg 50 l']]ﬁ [csponsc can ﬂddI'ESS PDI’E‘IHiﬂl FLII'UI'E'

I'ICECIS or Pl‘li"."li'['lt PI’DIJIEITIS FI'DITI E.l'iSiI'lg

N



m justif}f the course of action to our Drganisatiﬂn, beneficiaries, donors and others we are

working with
B learn from past suCcesses and mistakes

| PI'D‘-IiCIE‘ gDDd E‘-.f'idﬁl'lCE' EDI' l'hﬁ' [csponsc.



the area’s history

| gﬂﬂg[’ﬂplﬂ’, Clll"l"lﬂl'ﬁ, cnvironment, Ce: main fEﬂtLlI'ES, map, communlication, area,

SEﬂSDﬂﬂl Pl‘DIJlElTlS
| PDPU]HI’iDH — IlUll]bEI'S, dgc ﬂlld 5CX Pfﬂﬁlﬁ

B social systems and structures — rr:-ligic}us divisions, status of women, social institutions



pc}]itics — local pﬂlitical hierarchies; effects of central government, eg: stabilit}r, leicies

on food prices

religion and world view — religious beliefs, groups and churches

culture — norms and practices, other cultural groups in the area, languages
living conditions — types of housing, water and sanitation

economics — sources of income, crops, landholding, average daily wage
education — schools, literacy rates

health — mortality rates, causes of death and illness, local health services

services and CIE‘.-'E[GPH]E‘IH programmes — government or NGO, mmmunit}rjs prﬁviﬁus

EKPEI’IEHCE.

N




m What is the situation now? For example, if the community has identified water as their priority
need, we might want to ask them questions like ‘How many people live in the area?’, How much
water does each person have now?’, ‘Where does the water come from?’, ‘How is the water
collected now?’, ‘Who collects the water now?’, ‘How long does it take to collect the water?’,
‘How clean is the water now?’

m How will the need grow? What are the future implications if the need is not met?
For example, ‘How many people will be in the area in five years time?’

m How should things be? Government departments or books can provide some information.
For example, ‘How much water does each person need for a healthy life?’

m What possible improvements could be made? This might involve approaching government
departments and technical experts. The community should also be given an opportunity to put
forward options. For example, “What other sources of clean water are available in the area?’,
‘Who owns or controls the other sources?’, ‘What technical options are there?’

m What other local organisations are working on the issue? Who are they? Can we work
together?

- 9



Crops

Land use

Prohlems

Opportunities

Lower slope
=sarghum
*Maize
=[igeon peas

=farming
= (razing

+|and shortage

= paid labour on estates
=tree nursery

Middle slope

=sarghum
*Maize

=farming
=(razing

=2rosion
=|ow soil fertility
=N0 nearty water

=grosion control
«1se of manure
=tree planting

Mountain

=trees

*Qrazing
=Cutting trees

=eforestation
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Main problem

But why? But why?

/ AN

Nothing to sell Few jobs
/ 7/ N\
But why? But why? But why?
/ yd AN
Poor vields Local factory [mmigration

closed



Children miss
school

N\

a0 what?

AY
No money to pay

school fees

~

Main probhlem

Crop yields
decrease

A

a0 what?
ri

No money to buy
new seeds

e

S0 what?
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Effects

Causes

Children stop
going to school

Reduced Poorer ‘

incomes nutrition Less monay
| | for school fees
|
Less time for ‘
farm work Buy watar

Increased cost of
water collection

Increased mortality

Increased disease

Use ‘dirty’ sources
|

SHORTAGE
OF SAFE
WATER




SHORTAGE
OF SAFE
WATER

Increased demand Increased demand Not enough Open wells Borehole hand-
for farm use for household use wells dried up pumps broken
Water-intensive Population Water table
farming methods pressure lowered

.



ACCESS TO
SAFE WATER
IMPROVED

Demand for farm Wastage at house- More wells Wells protected Handpumps
use reduced hold level reduced dug and yielding repaired
Farming made Population Water table
more water- pressure reached

efficient CONSTRAINT
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What is a log frame?

The ng frame is a tool used to help strcngthen project design, implementatim and
evaluation. }"thlmugh it 1s constructed during the planning stage of a project, the lﬂg
frame 1s a living document, which should be consulted and altered thmughmut the

project’s life cycle.



SUMMARY

INDICATORS

EVIDENCE

ASSUMPTIONS

Goal

Purpose

Outputs

Activities




The ng frame asks a series of further questions:

Where do we want to be? (GOAL, PURPOSE)

How will we get there? (QUTPUTS, ACTIVITIES)

How will we know when we have got there? (INDICATORS)
What will show us we have got there? (EVIDENCE)

What are the pﬂtcntial PI‘DIJ]EH]S alﬂng the way? (ASSUMPTIONS)

g



2.2. The Basic Format or Structure of Project and Programme Documents

A basic format’ is applied for all documents to be produced during the project cycle.
It follows the core logic of the Logical Framework Approach.

1. Summary

2. Background: QOverall EC and Government policy objectives, and links with the
Commission’s country programme or strategy, commitment of Government to over-
arching policy objectives of the EC such as respect of human rights

3. Sectoral and problem analysis, including stakeholder analysis and their potentials
4, Project/programme description, objectives, and the strategy to attain them
= [ncluding lessons from past experience, and linkage with other donors’ activities

= Description of the intervention (objectives, and strategy to reach them, including
Project Purpose, Results and Activities and main Indicators)

.
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1, Summary

. Background: Overall EC and Government policy objectives, and links with the
Commission’s country programme or strategy, commitment of Government to over-

arching policy objectives of the EC such as respect of human rights
3. Sectoral and problem analysis, including stakeholder analysis and their potentials
|ect / programme description, objectives, and the strategy to attain them
neluding lessons from past experience, and linkage with other donors' activities

Description of the intervention (objectives, and strategy to reach them, including
Project Purpose, Results ana Activities and main Indicators)




. Assumbtions, Risks

. Implementation arrangements

—

1 R A |

Physical and non-physical means
Organisation and implementation procedures
Timetable (work plan)

Estimated cost and financing plan

Special conditions and accompanying measures by Government/ partners
Monitoring and Evaluation
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7. Quality factors
= Participation and ownership by beneficiaries
Policy support
Appropriate technology
Socio-cultural aspects
Gender equality
Environmental protection
Institutional and management capacities
= Financial and economic viability
Annex: Logframe (completed or outline, depending on the phase)

¥
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rigure 4: 1ne integrated Approach

The Integrated Approach

Linked _|_ Standardised

objectives documentation
National | sectoral objectives
NEAF NIF
/1 Feasibility studies Basic Format
/ F ina nCing prc}p GSEIE i ﬁguan:u problzm analysis

4, Projectipragramme descrighon
\ L{jgfr‘ame Prc}g rEEE rEpGI-tE 5 AiEUrrp'j'ﬂrs. fisks Eﬁj{f—:ﬂ:liltj'
> & |"|'|FE"|'|E"||E|j="| arrangements

7. Cauality faciors
1 .
/’ Results-based work plans and
' budgets
Q_l> — JJ Jz
| - ENas

Evaluation reports Amex Lograme
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Think through the following situations in terms of time, decision-making, conflict, responsibility,
knowledge, ownership, resources and motivation:

B [magine a manager in a relief and development organisation. What are the advantages of the
manager planning a project alone? What are the disadvantages?

B Imagine a few members of staff of a relief and development organisation planning a project
together. What are the advantages? What are the disadvantages?

B Imagine members of staff of a relief and development organisation planning a project with
community members. What are the advantages? What are the disadvantages?

Which of these situations is best? Why? How can some of the disadvantages of that situation be
overcome?

- ¥



“Guidelines for the Implementation of the Common Framework for Country Strategy
Papers” explaining the process in detail are available on the Internet’. Overall pro-
cedures and responsibilities for programming are described in the Interservice
Agreement.



A CSP shall contain a series of key elements and keep the following structure:
1. A description of the EC co-operation objectives.
2. The policy objectives of the partner country.

3. An analysis of the political, economic and social situation, including the sustain-
ability of current policies and medium-term challenges.

4. An overview of past and ongoing EC co-operation (lessons and experience),
information on programmes of EU Member States and other donors.

5. The EC response strategy, identifying a strictly limited number of intervention
sectors that is complementary to interventions by other donors.

N



ni strategie je treba ji prelozit

Astroj, doba trvdani 3-
elevantni




00 Na chudobu
8|l EC policies, instruments,

Counitry Poverty
hers (CPRSP)
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6. Concentration of efforts on a limited number of areas: Six priority areas for EC
co-operation are identified in the Overall Policy Statement: trade and develop-
ment; regional integration, macroeconomic policies including support to the so-
clal sectors, transport, food security/rural development and institutional capacity
building.



-

7. Cross-cutting and overarching policy issues: At every stage of execution of the
activities previously reviewed, a number of such concerns have to be consid-
ered: the promotion of human rights, equality between men and women, the en-
vironmental dimension, etc.). Also conflict prevention and crisis management re-
quire systematic attention.

8. Other key aspects of EC development policy: In addition to the areas of concen-
tration and cross-cutting concerns, the statement recalls the importance of (i)
accelerated action targeting the communicable disease situation (such as
HIV/AIDS, malaria and tuberculosis), (ii) information and communications tech-

nologies and (jii) supporting research in developing countries.




9. Wherever possible, the focus on individual projects should gradually be replaced
by a sector programme or policy-based approach; providing support to coherent
national policies in each sector or co-operation area.

10. Feedback: Lessons of past experience and results of relevant evaluations shall
systematically be taken into account and be fed back into the programming

process.

11. Focus on outcomes: The programming, implementation and review process
shall include systematic use of a few key outcome indicators, designed to show
and measure the impact of the EC resources committed.

12. Open partnership: The co-operation partnership shall be extended to civil soci-
ety, private sector and local authorities, which in many cases should be associ-
ated with the policy dialogue and the implementation of projects.




The Logframe: What should be Outlined at the
End of Identification

Objectively
Intervention  yerifiable Sources of Assumptions
Logic Indicators Verification
Activities Means Cost
Pre-condi-
tions
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1. Organising consultations with other donors throughout the phase.
2. Drafting TOR for the pre-feasibility study (Standard TOR are available on the
Intranet of EuropeAid - working tools), based on:

o the Overall Objectives of co-operation with the concerned partner country,

o background information about the country, sector, region concerned, in-
cluding overall sector strategies or sector support programmes,

o discussions with stakeholders likely to be concerned by the project,
o experience in the country in the same or comparable sectors or regions,




1. To consult with proposed beneficiaries and target groups to assess their strengths
and weaknesses and to check their likely commitment to a project. This consulta-
tion will take the form of individual and group meetings both with the potential
partner institutions and the beneficiaries / target groups. It is recommended to
hold a diagnosis workshop to run through the Analysis and parts of the Planning
Phase of the LFA as described above.



2. To ensure that potential project options are coherently defined with a logical
analysis of problems, achievable objectives linked to (sub-)sector objectives and
the objectives in the indicative programme as well as to the overarching policy ob-
jectives.

3. To define the Overall Objectives, Project Purpose and Results which are ex-
pected from project activities for the preferred option.

4. Toidentify assumptions on which the project would be based.

N



I1’11plement’1tic-n' A Learning Process

o /‘\

Decision making

Monitoring

}

____"

Implementation Implementation




Major Principles of Evaluation

+ Impartiality & independence of the evaluation process In its function from the
process concerned with policy making, the delivery and management of
assistance (= separation of evaluation and responsibility for the project/
programme/policy)

+ Credibility depending on expertise and independence of the evaluators &
transparency to be sought through an open process, wide availability of
results, distinction between findings and recommendations

.




+ Useflness: relevant presented in a clear and concise way, reflecting the

Interests and needs of the parties nvolved, easily accessible, timely and af
the right moment =2 improved decision-making

+ Participation of stakeholders (donor, recipient ) if possible: views and
expertise of groups affected should form integral part of the evaluation
involving all parties =2 capacity building

DAC 1991
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Table 2: Quality Criteria for Assessment of Project Ideas
Question Quality assessment criterion

1. Relevance

1.1 Are the project objectives  Outline project objectives are compatible with the overarching policy
in line with the overarching objectives; they fully respect them in the approach and seek to contrib-
policy objectives of ute to their achievement. The proposal indicates which of them are most
strengthening good relevant and how they are linked to the project objectives.
governance, human rights
and the rule of law, and
poverty alleviation?

1.2 Are the major stake- The stakeholders likely to be most important for the project have been
holders of the project consulted; and target groups and other beneficiaries have been identi-
clearly identified and de-  fied. They have expressed their interest and expectations, the role they
scribed? are willing to play, the resources and capacities they may provide, also

In a gender-differentiated way. The other stakeholders have expressed
general support for the likely objectives of the project. Conclusions are
drawn on how the project could deal with the groups (alternatives are
shown).




1.3 Are the beneficiaries (tar-  Their socio-economic roles and positions, geographical location, organ-
get groups and final bene- isational set-up, resource endowment, etc. are described in detail.
ficiaries) clearly identified? Educational/skills level, management capacities and their specific

potentials are also described in detail, especially for the target groups,
providing a gender breakdown, where appropriate. The analysis
addresses options how the project could take advantage of and support
skills, potentials, etc. of the target groups.

1.5 Are the problems of target They are described in detall, including information on the specific prob-
groups and final benefic-  lems faced by the target groups (including sub-groups) and the final

arles sufficiently de- beneficiaries. Problem description of possible project partners show
scribed? their specific problems and relate them to the problems of the target
groups.

.




1.6

|s the problem analysis  The causes of the problems of target groups / final beneficiaries have
sufficiently comprehen-  been researched, and the problem analysis gives a clear indication of
sive? how these problems are related (cause - effect).

Do the outlined Overall  The proposals outlines
Objectives explain why the « which longer term benefit the final beneficiaries find in the project

project is mportantfor 4 how the project fits within the sectoral policies of the Government
sec?oral developmentand  and the sectoral objectives stated in the Indicative Programme,
society? Country Strategy Paper, etc., and

+ how the project fits within the overarching policy objectives of the
EC.




1.8

Does the Project Purpose  The Project Purpose describes a direct benefit to be derived from the
express a direct benefit for project by the target groups at the end of the project as a consequence
the target groups? of achieving the Results.

1.9

Does the EcoFin (Finan-  The EcoFin Analysis provides data on the possible incremental net
cial and Economic) Analy- benefit of the beneficiaries as well as on the contribution fo the

sis provide adequate in-  achievement of national and EU policy priorities, if possible for various
formation on the questions project alternatives.

raised above?




2. Feasibility

2.1 Willthe Project Purpose  Previous experience (in other projects or regions) has shown a strong
contribute to the Overall  causal relationship between the Project Purpose and Overall Objec-
Objectives (if the Assump- tives.
tions hold true)?

2.2 AreResults products of  All Results are a consequence of undertaking the related Activities.
the implementation of Ac-
tivities?

2.3 Willthe Project Purpose  There is evidence that there is a direct and logical link between the Re-

be achieved if the Results
are attained?

sults and the Purpose in terms of means-ends relationship, i.e. the
achievement of the Results will remove the main problems underlying
the Project Purpose.
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Can the Results and Pur-  Indicators for Results and Purpose are ‘specific’ and are at least partly

pose realistically be described with measurable quantities, time frame, target group, location
achieved with the Means  and quality. There is also evidence that Indicators of the Results and
suggested (first estimate)? Purpose are realistic given the time frame set for the project.

2.9

Have important external ~ Given the experience in the country and sector, and based on the analy-
factors been identified?  sis of objectives, major external factors have been identified at the
relevant levels in the logframe.

2.6

Is the probability of reali-  For each Assumption, some evidence is provided that the probability of
sation of the Assumptions realisation is acceptable.
acceptable?

.




2.1

Will the suggested project The potential partners have actively participated in the identification
partners and implementing phase and have relevant implementing experience. If they do not have
agencies be abletoim-  this experience outline capacity building measures are already sug-
plement the project? gested to enhance implementation capacity.

2.8

Does the EcoFin Analysis  Efficiency is assessed roughly according to the EcoFin guidelines.
provide adequate informa- Relevant alternatives were analysed. The impact of main risks was as-
tion on the questions sessed.
raised above?




Only if each criterion is met fully or at least fairly, it is recommendable to continue
with the appraisal of the project. Otherwise,

o satisfactory clarification of the issue under consideration should be sought, i.e.
complementary information should be gathered from concerned parties, or

« additional studies may be launched, etc. before deciding to continue with the ap-
praisal of the project by drafting TOR for the feasibility study - or

o the project idea should he completely rejected.







