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Ehis manual was drawn up by an ad-hoc working party

of the Commission of the European Communities under
the aegis of the Evaluation Unit. The working party
received comments and suggestions from Commission
departments implementing Community aid and from
Member State and ACP experts who took part in the
discussions and meetings on the preparation of the project
management cycle method.
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Throughout, the Evaluation Unit benefited from the valuable
assistance of the Management for Development Foundation,
which coordinated the preparatory work, carried out
training and helped to develop this manual.

Management for Development Foundation
P.O. Box 430, 6710 BK Ede, Netherlands
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1. BETTER PROJECT CYCLE MANAGEMENT:

WHAT SHOULD BE DONE?

he experiences of various bilateral and multilateral donors illustrate
the difficulty of learning from past experience in order to perform
better in future. And yet this is precisely the objective of project

cycle management (PCM).

To achieve this objective, we must first tackle the causes of the main
problems identified in evaluation studies, In other words, seek to
eliminate the major weaknesses that are at the root of most poor results
through better project-cycle management.'

Experience teaches us that such weaknesses fall into two categories:

one or more essential factors for success are overlooked during
preparation and implementation, and/or

the discipline needed to make the right decisions at the right time
over the project cycle is lacking.

The things that may be overlooked include:

creation by the recipient country of a rational framework of sectoral
policies:

a clear and realistic definition of specific objectives that must always
entail sustainable benefits for the recipients;

the drawing of a clear distinction between objectives and the means
of achieving them;

the need to choose appropriate technologies, using, for example,
locally renewable resources:

environmental protection:

respect for the socio-cultural values of the people involved;
strengthening of the managemen: capacity of the bodies, whether
public or private, called on to run the projects;

the need 1o emphasize the economic and financial viability of projects,

not only during implementation but, above all, afterwards;
provision for risks,

(1} The word "project” is used here in a broad sense to cover a range of operations. from individual projects to
complex programmes and studics.
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This also means, turning to the second category of weaknesses, that
invalid ideas for projects slip through at the indicative programming
stage; that valid project ideas are not subjected to pre-feasibility scrutiny:
that feasibility studies are not based on the conclusions of such prior
scrutiny; that financing is accorded without a detailed feasibility study;
that there is a failure to monitor, during project implementation, whether
or not it is achieving its objectives; that the necessary remedial action is
not taken or the project, including the objectives, is not redesigned, even
though evaluation shows that this is what is needed.

Can we do better? The answer would seem to be yes.

Following successful use of the logical framework by other bilateral and
multilateral donors, especially EC donors, and discussions among
members of the OECD Development Assistance Committee (DAC), the
Commission has adopted “Project Cycle Management”. This instrument
will help all those in charge of project preparation, implementation and
evaluation to take account of essential factors throughout the project
cycle, from the first “dea’ to the last ex-post evaluation some years after
completion. Henceforth, the key documents that accompany a project
cycle will be structured in a standardized way, which is why the term
“integrated approach” has been coined. The elements of this integrated
approach form part of a method that has been developed in a lengthy
effort to link theory and practice, known as the logical [ramework.
Project cycle management integrates factors for sustainability and their
influence on activities of the project under preparation.

Another aspect of the proposed method is that the active participation of
decision-makers, planners, implementing agents and beneficiaries in the
identilication stage, is of vital importance for ensuring the success of
projects/programmes.

These guidelines currently applied to Community aid give rise to hopes
of real progress in making Community aid more effective in coming years.

Other complementaray efforts are being undertaken within the
Commission towards the same end. These include the preparation of
sectoral guides and revision of the methods used for economic and
financial analysis.

Project cycle management is obviously no more than a relatively simple
100l that can help us to establish the factors that affect the success of an
operation. [ is not a panacea of a miracle solution to the everyday
problems of implementing development aid. Tts usefulness will depend
on how well it is applied.
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N.B.: A glossary of the terms most frequently used in this manual can be found in Annex 1

2. THE INTEGRATED APPROACH

he integrated approach is a method for managing the various

phases of a project cycle. 1t covers the six phases of the project cycle

by analysing the most important elements of each phase and the
criteria for cohesion and sustainability applicable throughout the project
cycle. It specifies the documents to be produced in each phase, which in

turn provide the basis for the necessary decisions. These documents have
the same basic format.

2.1 THE SIX PHASES OF THE PROJECT CYCLE
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Indicative programming:

The establishment of general guidelines and principles for cooperation
with the Community. It covers the sectoral and thematic focusing of aid
in a country or region and may set out a number of ideas for projects/
programumes.

ldentification:

Initial formulation of project ideas in terms of objectives, results and
activities with the aim of establishing whether or not it is worth going
ahead with a feasibility study. il so, the study’s terms of reference are
drawn up.

Formulation (Appraisal):

All the details of the project are specified on the basis of a feasibility
study; internal examination by the Commission of the merits of the
project and the way it fits in with sectoral policies. This leads toa
decision on whether or not to draw up a financing proposal.

Financing:

Drafting of the (inancing proposal; examination by relevant linancing
committee; financing decision taken by the Commission on approval by
the committee; drafting and signing of financing agreement.

Implementation:

Execution ol the project by drawing on the resources provided for in the
financing agreement to achieve the desired results and the purpose of the
project - drafting of Plan of Operation and monitoring reports.

Evaluation:

Analysis of results and impact of the project during or alter
implementation with a view to possible remedial action and/or framing of
recommendations for the guidance of similar projects in the future. If the
financing agreement provides for a number of implementation phases, the
start of the next stage will normally depend on the conclusions of the
evaluation of the previous stage.
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The format mainly reflects the tasks involved in project preparation, but
does not change significantly for the implementation or evaluation stages.

Further details of the basic format and explanations or remarks about the
various headings and their application at various stages of the project
cycle can be found in Section 11 of this Manual.

3. THE LOGICAL FRAMEWORK

L

he logical framework was developed in the 1970s and has been used

by a variety of development agencies.
The method consists of an analytical process and a way of presenting the
results of this process, which makes it possible to set out systematically
and logically the project/programme’s objectives and the causal
relationships between them, to indicate how to check whether these
objectives have been achieved and to establish what assumptions outside
the scope of the project/programme may influence its success.

q} (

The main results of this process are summarized in a matrix which shows
the most important aspects of a project in a logical format.
Objectively

verifiable
indicators

Sources of
verification

Intervention

Assumptions

Overall
objectives

Project
purpose

i

1

Activities

There are thus close links between the logical framework and the basic
document format, above all in the form of the section/paragraph headings
on overall objectives, project purpose, results, activities, means and costs,
assumptions and indicators. A critical analysis of sustainability {actors

®oo0omOO RO ®EDDDDD AW

o e e R IT FIAR L T MR



v

.»

iy

OO DD DD D W

¢ OOV DODY DD P

may lead (o adjustments to the project purpose, results, activities and
assumptions, or more detailed specifications by indicators.

The logical framework is used for the implementation of a
project/programme, as well as for its preparation and evaluation.

It thus plays a role in each phase of the cycle. During preparation
(identification) the framework should be drawn up, although it cannot be
completed at this stage. That will happen gradually in the ensuing phases
formulation (appraisal)}, financing, implementation and evaluation so
that the logical [ramework becomes the 100l for managing each phase of
the project cycle, a “master tool” for creating other tools, such as the
detailed budget, the breakdown of responsibilities, the implementation
timetable and a monitoring plan.

4. LIMITATIONS OF THE PROJECT CYCLE MANAGEMENT METHOD

tool, however good it is, cannot alone guarantee successful results.
Italso depend on the sincerity and the know-how of the people
using it.

The logical framework will be useful for those who prepare and
implement projects to structure and formulate better their ideas and set
them out in clear, standardized form. This is its only purpose. 1f the
policy is misconceived or if the criteria are badly chosen, the logical -
framework will reveal the contradictions and oversights, but cannot of
itsell change or replace the policy or criteria.

The logical framework is thus just a tool for improving project planning
and implementation. Many other laciors also will influence its success,
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including the organizational skills of the team or organization in charge of
implementation.

One of the misunderstandings that needs to be addressed is that the
establishment of a logical framework and adoption of the integrated
approach is merely a formal, technocratic exercise based on the ‘blueprint
principle. It should never be forgotten that each logical framework is the
fruit of an analysis made at a certain moment in the project cycle. The
same is true of the different Terms of References: they are developed using
the integrated approach format at a given moment in the cycle, and reflect
the knowledge and concerns at that moment. Consequently, these tools
have 10 be adapted to the changing situation.

Before a logical framework can be drawn up, sufficient reliable data have
to be gathered and an analysis has to be made of the situation. The
analysis of the problems will provide the basis for delining the objectives
of the proposed operation. The analysis phase is important for the
description ol the background (see basic document format).
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1. Analysis of the situation
1.1 Introduction
1.2 Problem analysis
1.3 Analysis of objectives
1.4 Strategy analysis

2, Planning
2.1. Introduction
2.2 Description of the logical framework
2.3 The intervention logic
2.4 Assumptions
2.5 Factors ensuring sustainability
2.6 Indicators and sources ol verification
2.7 Means and costs
2.8 Final review

3. Application
3.1 Interlocking logical frameworks
3.2 The logical [ramework and operational responsibilities
3.3 Time schedule
3.4 Monitoring

Il. THE LOGICAL FRAMEWORK




Il. THE LOGICAL FRAMEWORK

1. ANALYSIS OF THE SITUATION
1.1 INTRODUCTION

A properly planned project addressing the real needs of target groups
cannot be achieved without a full and accurate analysis of the existing

situation.

The existing situation has to be interpreted in the light of the interests and
activities of parties concerned, who often see it in completely different

ways.

There are different ways of analysing a situation. Studies carried out by
consultants will give answers to the questions posed by the consultants. {
Interviews with representatives of concerned groups and organizations {
will reveal their perceptions. A gathering of these representatives with the .
consultants will arrive at a shared analysis, which is the aim of the
exercise.Wg}gmary and will lead to.asingle
“image of reality’ which will provide the basis for devising projects with
objectives that are accepted and supported by all parties concerned.

e e

In this chapter the [ollowing three steps will be discussed:

+ analysis of the problems (image of reality),
+ analysis of objectives (the image of an improved situation in

the future);
« analysis of strategies (comparison of different ‘chains of objectives’).

The result of these three steps, which form the identification phase, is the
selection of a set of objectives which will be worked out during the

{ormulation/ appraisal phase.

in order to ensure that the design of a project dovetails with the real needs
of the target group, the problems, objectives and possible choices of
strategy have to be analysed, preferably in conjunction with the various

players involved.

Each step consists of a brief description, illustrated by a simple example.

S L o L Ry A Ll TP R Y o ] R T
1 - ’ i 1

\
-y

]

T ® B

® ®

N

¥

{

TR

L\
4

H B

x

Aﬂm,mm&&h& .&’,m_ . m» ﬁ




1.2 PROBLEM ANALYS|S

Problem analysis {s of Mmajor importance for planning, since i governs (he
design of a possible operation.

The suggested brocedure is

*  precise definition of the framework and subject of analysis
*  ananalysis of partjes involved:

*  theidentification of problems and establishme

L ]

nt of a hierarchy;

Hlustration of cause-effect relations in a diagram,

Problem analysis establishe
aspects of an existing sity
real bottle-necks (o which the pariies nvolved attach priority. The
problems are idenyifje al this stage thanks (o the contributions of formal
and informal groups, the 1'nsti[utions/organizations concerned and the
consultants,

s cause-effect relations berwee

 the negative
ation. The analysis is aimed ay it

lentifying he

The analysis is presented in diagram (orm showing effecis of problem
on top and its cayses underneath.
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The value of the diagram increases if it is prepared at a meeting or
workshop of those concerned (and who therefore know the problems) led
by a person who understands the group’s dynamics and way of working (a
moderator). This appreach can be combined with others such as technical,
economic or social studies, the results of which may complement the
analvsis of the group,

1.3 ANALYSIS OF OBJECTIVES

Having carried out a number of studies and analysed the problems, the
next step is to sct the objectives.

Analysis ol objectives is a methodological approach emplovyed to:

« describe the situation in the future once the probletns have been
remedied:;

¢+ verify the hierarchy of objectives;

+ illustrate the means-end relationships in a diagram.

The ‘negative situations’ of the problems diagram are converted into
positive achievements™. Tor example, low agricultural production” is
converted into ‘increased agricultural production’. These positive
achievements are presented in a diagram ol objectives showing a means-
end hierarchy.
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This diagram provides a clear overview of the desired future situation.
Often such a diagram shows some objectives that cannot be achieved by
the project envisaged, and so a choice has to be made (see strategy
analysis).

Furthermore, some objectives may prove to be unrealistic, so other
solutions to the problem need to be found or the attempt to solve it has to
be abandoned. 1f, for example, the solution to the problem ‘too many
mosquitoes’ is the objective reduced number of mosquitoes, and a
feasibility analysis shows that this objective is not feasible, one might find
an alternative solution in ‘increased resistance of population concerned'.
Alternatively, there is the choice of not tackling the problem, failing an
adequate solution.

1.4 STRATEGY ANALYSIS

This step involves:

* identification of the dilferent possible sirategies 10 achieve the
project purpose;

* choice of the project strategy.

In the diagram of objectives, the dilferent clusters of objectives of the
same type are called strategies. One or more of them will be chosen as the
strategy for the future operation. The most pertinent and feasible strategy
is selected on the basis of a number of criteria, for instance, priorities of

STRATEGY: STRATEGY:
"PRODUCTION ON HILES" "RICE PRODUCTION"
e T o f T ke S e
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those concerned, budget available, relevance of the strategy, likelihood of
success, period ol time 10 be covered. etc.

These eriteria will e used o waigh the alternative strategics and choose
one or maore for future action; they aie established by the parties
concerned, primarily the decision-makers (Govermment and doners} bul
without overlooking the importance of the priorities of the main
protagonists, the beneficiaries themsclves.

The choice of one or more strategics will usually be made alter the project

purpose has been decided. The choice is made by comparing a number ol

objectives at the same level; a project purpose high in the hierarchy of
ohjectives often entails a imulti-component programme whereas a purpose
lower down in the scale would call for a smaller project.

The selected strategy is drawn up and appears in the {irst column ol the
logical framework,

2. PLANNING
2.1 INTRODUCTION

The logical [ramework is a set of related concepts that describe in an
operational way n matrx form the most important aspects ol an
operation. It provides a way of checking whether the operation has been
well designed and it facilitates improved monitoring and evaluation.

Objectively
verifiable
indicators

Sources of

Intervention

. Assumptions
logic

verification

Overall
objectives

Project
Purpose

Resulis

Activities
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The logical framework is a way ol presenting the substance of an
operation, The overall objectives, project purpose, results, activities and
their causal relationships are presented systematically (vertical logic).
Establishing a logical framework is possible only after thorough analysis
of available information (problems, objectives and opportunities).

In addition to the logical relationship between activities, results, project
purpose and overall objectives, there are external factors {assumptions)
that influence the success of a project and they are also included in the

logical framework.

The overall objectives, project purpose and results are described by
means of indicators and the sources of verification necessary to obtain the
information by which they are measured. Means and costs are detatled in
the bottom row.

The matrix is concise, easy to use and to apply in reports, so lessening the
workload of those responsible for the various phases of the project cycle.

The logical framework can be prepared and presented by a project
preparation workshop. 1t also helps structure discussions before and
during the project, especially when presented in the form of diagrams
with cards on wallcharts, This gives a clearer view of what is under
discussion. It is thus a tool for understanding the purpose of the project,
the strategy to achieve it and the means deployed. The same logical -
framework is used as a point of reference during monitoring and
evaluation, to analyse the operation’ results and impact.

2.2 DESCRIPTION OF THE LOGICAL FRAMEWORK
First column (lour rows): intervention logic

Overall objectives: objectives wider than that of the project itself {e.g.
sub-sector objectives). Other projects and activities will also contribute to
the achievement of these objectives.

Project purpose: the objective to be reached by implementing the project
and which is likely to outlive the project. Sustainable benelfits for the
target groups are always the aim.
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Results: ‘products’ of the activities undertaken, the combination of which
will achieve the purpose of the project, namely: a start 10 enjoyment of
sustainable henefits for the target groups.

Activities: the things that must be done to achieve the resulis.

Second column: objectively verifiable indicators

Here we have an operational description of the overall objectives, project
purpose and resulis in terms of quantity and quality of results lor a target
group, indicating time and place.

The physical and non-physical means (inputs} necessary to carry out the
planned activities are placed in the ‘hottom’ row.

Third column: sources ol verification

Sources of verification indicate where and in what form information on
the achievement of project purpose and results can be lound (described
by the objectively verifiable indicators).

The costs and sources of financing (EC, Government, etc.) are placed in
the hottom row

{ourth column: assumptions

These are external factors that are outside the direct control of the project,
but crucial for the achievement of activities results, the project purpose
and the overall objectives.

For example: ‘no sabotage of irrigation system’ may be a decisive factor for
one ol the results to be achieved for the project purpose. This is an
assumption as it is outside direct control of the project.

Assumptions concern activities, results, the project purpose and
fulfilment of preconditions and taking of back-up measures by the
Government.

2.3 INTERVENTION LOGIC

Definition

The first column sets out the intervention logic, which is the basic
strategy underlying the project covering all the steps to be taken within
the project framework in orcder to contribute to the overall objective(s)
namely:

® the availability of means by which activities can be undertaken
(2™ column, 4" row);

* (hrough these activities, results are achieved;

¢ results achicve the project purpose,

* this project purpose contributes to the overall objective(s).
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HIGH-LEVEL OBJECTIVES TO WHICH THE OVERALL
PROIECT CONTRIBUTES SO TNt

- ] . TROJECT
SPECIFIC OBJECTIVE OF PROJECT PURPOSE

QUTPUTS OF ACTIVITIES THAT ACHIEVY
IHE PROJECT PURPOSI

TASKS EXECUTIDY AS PART OF THE
PROJECT

How to identify the intervention logic
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PHYSICAL AND
NON-PHYSICAL MLEANS
NECESSARY T(
UNDERTAKE
ACTIVITIES

The ‘intervention logic’ column is drawn up as lollows:

* lranspose objectives {rom the diagram of objectives to the

corresponding level in the intervention logic;

* identily other possibilities/risks that are translated into results or

activities.

1. Identification of the project purpose
(sustainable benefits for targel groups)

Select the objective at the 1op of the sirategy chain selected from the
diagram of objectives. The choice is made by using specific criteria to

compare different objectives in the diagram.
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Example: of the strategies ‘rice production’ and ‘hill-slope production’. the first has been
chasen since it is a priority for the Government and the target group. is feasible and

reguires putside intervention.

Where other objectives at the same level in the diagram as this project
purpose are selected, a second (and third _...) logical framework is drawn
up or they are translormed into assumptions, which will be dealt with, for
example by an other organization.

2. Identification of the overall objectives

Select from the diagram of objectives one or more objectives at the top of
the diagram which describes the goal(s) to which the project will
contribute. Usually, these will be sub-sector level objectives,

Example: in the case in question there is only one overall objective. namely ‘improved

[ood sttuation’.
3. Identiflication of results

Select from the objectives diagram the objectives that - by the means-end
logic - achieve the project purpose, and are thus results.

Add other results that also further the project purpose; they are identilied
[ollowing a supplementary analysis of the opportunities and risks of the
situation in question (see the result marked with an asterisk in the
example of the northern province of Bogo, page 27).

Example: All objectives at the result leve! lead to the project purpose chosen: ‘irrigation

network functioning' and 'more regular supply of inputs'.
4. Identification of activities

Select from the objectives diagram the objectives that - by the means-end
logic - produce the results and translate them into activities.

Example: “northern Bogo province™, page 27
Add other activities identified after supplementary analysis of the
opportunities and risks of the situation in question (see activities marked

with an asterisk in example on page 27).

At the following page the development of the logical framework has been
presented:
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What is the
importance of the
overall objective(s)?

The overall objectives set the framework in
which the project is implemented. Other
projects may also contribute to this objective.

What is the
importance of the
project purpose?

The project purpose is the key point of
reference, the true ‘centre of gravity', for project
management and permitting measurement of
the project’s success or failure in terms of
sustainable benefits for the target group. The
project management is expected to ensure that
the project purpose is being achieved.

When is the project at
an end?

When the project purpose is achieved, i.e. when
the ‘product’ has been made and ‘sold’ to the
benefit of the target group, and it is believed that
this situation will continue, The project has
reached the ‘point of no return’.

Why is there only one
project purpose?

There is only one project purpose per project to
avoid undue complexity and management
problems.

It is better, [or instance, to have two well-
targeted projects (parallel and inter-related) than
one project with two project purposes.

How are the results
decided on?

They emerge either from the diagram of
objectives or [rom specific technical studies.

How are the activities
decided on?

Activities:

- are deduced from the diagram of objectives;

- emerge {rom specific technical studies:

- emerge from consultation with the parties
involved.

Why do activities
have to be planned?

Activities need to be planned in sufficient detail

to make it possible, with some degree of

certainty, to:

- draw up a tentative timetable of work and
estimate the likely duration of the operation;

- calculate the necessary physical and non-
physical resources;,

- draw up the budget.

n s
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2.4 ASSUMPTIONS

project, but lie outside its scope.

term sustainability?”

QVERALL

OBJECTIVES) B

PROJET

PURPOSE

RESULTS

ACTIVITIES

= The diagram should be read as follows:

¢ once the preconditions are met, the activities start up;

e once the activities have been carried out, and the assumptions at this
level are fulfilled, there will be results;

* these results and fulfilment of assumptions at this level will
accomplish the project purpose;

| »  once the project purpose and the assumptions at this level are

' fulfilled, the overall objective(s) will be achieved.

A A W NS T ST U T P A o Fov 1
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Assumptions concern factors that are important for the success of the

Assumptions are the answer to the question: “What external factors are
not influenced by the project, but may aflect its implementation and long-

PRE-
CONDITIONS

R T e il
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How to identify assumptions

1. identify in the diagram objectives not covered by the intervention
logic (first column) but important for the success of the operation.

5 Place them as external factors at the appropriate level.

3. identify other external factors not included in the diagram, but
crucial to the success of the operation.

4. Assess importance of external factors and likelihood of assumptions

using the algorithm depicted below.

Depending on the conclusions:

«  take out the external factor (almost certainly);
« include the external factor as an assumption (likely);
« redesign the project {unlikely).

5. Check back in four stages, hegi

whether the intervention logic i

e

-

_1'3__

Will it be realised?
{e.g. as the result of another project)

Almost cenainly

nning with the preconditions, 10 se¢
s indeed logical and overlooks nothing.

\““
e N

Do not include in logical framework

~

= [0 not include in logical tramewok

Likely — = Include in logical [ramework

as assumption (Fourth column)

Unlikely ——rm———# 1s it possible to redesign 1he project in

order Lo influence the external lactor?

P

R T

Redesign the project.
« add aciivities and/or results
= change project purpose

e gedT MU RRTTTE AT T B LIS csOELATE o

C NO

The assumption is a "killer" assumption.
From a technical point of view the

project is not feasible, unless the potitical
authority [inds a solution 10 get round the
assumption, or translorm it intro an acceptable
assumption.

i el sk R R e
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. OBJECTIVES

Bty

A

a

OVERALL

FOOD SITUATION IMPROVED

PROJECT INCREASED RICE
PURPOSE PRODUCTION

L IRRIGATION NETWORK
RESULTS FUNCTIONING

2. MORE REGUILAR
SUPPLY OF INPUTS

3 FARMERS USING NEwW
FARMING
SKI.Ls

1.} ORGANIZE RURAL FARMERS
12 ALEAR BLOCKED Cl{ANNELS
1.3 RAISE DAMS
1.4 TRAIN PARMERS IN
MANAGEMENT AND
PARTICIPATION

2.1 ORGANIZE PURCHASE OF
INPUTS
2.2 ORGANIZE INPUTS
DISTRIBUTION

3.1 ORGANIZE EXTENSION
SERVICE
3.2 TRAIN EXTENSION
WORKERS
3.3 TRAIN INSTRUCTORS
(MEN & WOMEN)

M

NCE, BOGO

OHJECTIVELY
VERIFIABLE
INP_ICATORS ‘

ASSUMPTIONS .~

Increased rice preduction
Increased agriculieral ouiput on
hills over 50% of rice crop
cansumed by producers

Neo sabotage of irrigation system

Farmer associations carry out
maintenance of irrigation system

Mechanized rice production
Sale of rice surplus covers
production costs (inpuis)

Sate ol rice covers production
costs (inpun)

Access roads in good condition
{see 2.1}

Extension workers motivated by
incentives (see 3.1)

[xtension warkers ahle (o
establish diatogue with farmers
tsee 3.0

PRECONDITIONS ...
IMsputes between hill farmers
W and lowland fanmers are

i seitled

Olficial approval of
erganizational set-up



Why introduce
assumptions?

t

Intervention logic never covers the whole
reality. External factors often have an
important influence on the success of a
project, and should therefore be identified
and taken into account.

OF THE ASSUMPTIONS

What is the importance of
assumptions?

They influence or even determine the
achievement of results. the project purpose
and the overall objective(s). These external
[actors should he identilied and their likely
influcnce assessed, as early as the planning
stage.

How are these external
factors identified?

Some of the ‘objectives’ included in the
diagram of objectives may be external
factors, Others may be identilied by experts
or other parties invalved.

When do external factors
become assumptions?

The importance of these external lactors for
the project’s success should be assessed
during appraisal applying the algorithm. 1f

they are important but cannot be covered by

the intervention logic, they become
assumptions,

What do we do il
assumpltions which are
important for project
success are unlikely 1o be
achieved (killer

assumptions)?

Abandon or redesign the project. adding
results 10 be achieved or adjusting the
project purpose.

How do we formulate
assumptions?

As the achieved desired situation. That way
they can be verilied and assessed.

At what level should
assumptions be included?

Assumptions link different levels of

intervention logic. They should therelore be

included at the appropriate level. That level
depends on whether the assumption
contributes to the achievement of the
overali objective, the project purpose, or
(one of) the results.

What is a precondition?

A precondition is a condition that must be

satisfied before project activities can start up.

.
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2.5.FACTORS ENSURING SUSTAINABILITY

Projects must be checked for sustainability in all possible ways before
start-up. A project may be said to be sustainable when it can deliver
henefits to the target group lor an extended period of time after the main
assistance from a donor is at an end.”

Possible lactors affecting sustainability

The following factors should be taken into account when preparing and
implementing projects/programmes:

* policy support measures

* appropriate technology

* environmental protection

* socio-cultural aspects / women in development
* institutional and management capacity

* economic and linancial aspects

This is merely a list of headings. the substance of which wili depend on
the context and specific leatures ol the project. These tactors are deah
with in greater detail in existing manuals or manuals in preparation.

When applying the above sustainability factors, due account should be
taken of the project’s individual features and environment, and the veed
to retain sufficient flexibility at the design and implementation slages.
Consideration alsu has to be given o likely improvements in
administrative capacity and the level of skills and maintenance as a spin-
off of the development process over time.’

Indeed, the question of what the project can do to improve capacily in
these fields should be posed when drawing up or adjusting the togical
framework, always keeping in mind the project purpose. however,

Sustainability faciors and preparation of the logical franework
Having established the intervention logic (first column) and the

assumptions (fourth column), the preparation of the logical framework
continues with questions concerning the projects sustainability.

{2 DAC principles [or project assessment, Paris 1988,

£3) ldem.
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The response to these questions may lead to three types of change: the e"
intervention logic is changed to include additional results and/or

activities; assumptions and preconditions are added; additional studies are @-
commissioned to delve more fully into the issues and make proposals for

activities, results and/or assumptions. 8
Consideration of other assumptions may throw doubt over the whole o

project,

How Lo plan a sustaivable project:

s

I Set out the restths and activities whicly should be sustained alter most

external aid has come 1o an and.

2. Formulate pertinent questions concerning each sustainability factor
(the questions and answers will be different in each phase).

F

3. Scrutinize the project purpose, results, activities and assumptions in
the light of these questions.

s

4. On the basis of the answers:

®>®® DD @

+  rethink or add results, activities, assumptions or preconditions;
« commission further studies;
+ formulate recommendations for implementation.

Example:
Results ongoing More regular supply of __ .y Deliveries of iﬁi:uts
alter project inputs continue after project

Additional assumption

Farmets using new Agricultural extention
farming skill — = setvice continues to
arming skills assist farmers

Additonal assumplion

Activities ongoin . Train farmers to take
going Organize local farmers ~ —~——=part in and manage
after project associations

Additonal acuviry

L L Tt ifistruttors -
Train extensiont worker§ (women and men)
o @t el PR

\ Additional acrivity
Training budget stilt

Y available alter project
\
\‘a

3

Additional assumpiion

4
‘Study impact of inputs
on the environment

N L . T . )

Adduional activiy
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OBIECTIVELY
VERIFIABLE ASSUMPTIONS
INDICATORS

OVERALL

OBJEC (IVES .FOAO D S”UA‘T]ONMEFQVE.?

PROJECT PURTOSE:

oAb
RESULTS g

mllnléns_,iftjce'
2, MOVE REGLIL AR SUPPLY O
Lo INPUTS

3. FARMERS USING NEW
FARMING SKILLS

1.| ORGANIZE RURAL FARMERS
ACTIVITIES :1.2 CLEAR BLOCKED CHANNELS

FI3RAISE DAMSY: 36

NB

Assumptions and activities with an asterisk
result from analysts of factors ensuring
sustminahitity

. 2.1 ORGANIZE PURCHASE O : e T

Fiao o1 INPUTS 3
#2ORGANIZE IN
U DISTRIBUTION

-+ 33 TRAININSTRUCTORS 3+
* {MEN & WOMEN}* '~

34 SYUDY EFFECTS OF U
" OFINPUTS ON”
ENVIRONMENT *

organizational selup

Farmbr assd itichy W o




2.6 OBJECTIVELY VERIFIABLE INDICATORS AND SOURCES ‘ r:
OF VERIFICATION

Objectively verifiable indicators (OVIs) describe overall objectives,
project purpose, and results into operationally measurable lerms
(quantity and quality. target group(s), time and place); they should give
an adequate picture of the situation and be measurable in a consistent

", W,

3. Y

way at an acceptable cost.
Operational descriptions give insights into the overall objectives, project
purpose and results, enabling us Lo
«  check the pertinence and viability of the project purpose and results:
+  monitor Progress towards achieving them.
An operational description ‘i the form of an OVI must give answers to
the following questions:
«  What is the quality and quantity of the ‘product’ ol the project?

(e.g. x tonnes of g grade patm oil):

«  How is it ‘paid for {and distributed)?
{e.g. sold on the world market)
«  Who will benefit (target group) from the ‘product’?
(e.g. factory and plantation workers)
«  Over what period of time will the ‘product’ be available?
(e.g. from the [ilth to the twentieth year) e
«  Where is it produced and consumed?
Gl this is not obvious)

OVIs often need 1o be specified in greater detail and tailored to the needs
of the operation during the implementation phase to allow for effective

e B "
T TE - it 1 T T TR T

monitoring.
Indicators concerning the averall objective tend to he more qualitative N
than those applicable to results and purpose, which have more i

quantitatively measurable components.

The choice of indicators and their sources of verification i governed,
among other things, by considerations of the costs involved in
monitoring. Excessively complex or numerous indicators lead to high
costs. which could be a reason 1o seek others - indirect indicators, for
instance - [or which the data are casier 1o obtain, so requiring less

Lesearch and entailing less expensc.

Example; instead of conducting a survey 0n INCoNes, the number ol bicycles sold in the

village might be counted.

a2 Ry W,
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The sources ol verification are documents, reports and other sources
providing information that makes it possible to gauge aciual progress
towards the planned results and project purpose, which are translated
into operationally applicable form by OVls.

How to deline OVis

Specily for cach result, the project purpose and sometimes
the overall objective(s):

* thequantity:.............. .. how much?

* thequality: ... . what?

* thetarget group: ... ... who?

* the time/ period:.......... ... starting when and flor how long?
* theplace . where?

Check whether the indicator or indicators describe the overal]
objective, purpose or results accurately. If not, other indicators will
have 10 be added or new ones [ound.

Care should be taken to ensure that the OVIs [or the project purpose
- the project’s “centre of gravity” - do in practice incorporate the
notion of ‘sustainable benefits for the target group’,

How to choose sources of verification

1.

Decide what sources of verification are needed to obtain
the information on OVis,

Identify which sources are to be collected, processed and kept within
the project, and which are outside {existing sources).

Sources outside the project should be checked 1o ensure thar.

(a) their form/presentation is appropriate;

(b} they are specific enough:

(c) they are reliable:

(d) they are accessible {(where and when):

(e) the costs of obtaining the information are reasonable.

OVIs {or which no suitahle sources can be found should he
replaced by others.




'OF INDICATORS

Why define OVI1s? To:
+ clarily the characteristics of the overall
objective, the project purpose and results:
« manage projects more objectively;
« provide the basis [or more objective monitoring
and evaluation.

What criteria should  OVIs should be:
they meet? « specific as to quantity and quality;
* relevant
» independent ol each other, each one relating to
a specific objective or result;
« verifiable. i.e. based on accessible infermation
(where and when?).

{s there just one OVI  Olten it is necessary to establish a number of

per result or purpose? indicators which, together, will provide reliable
information on achievement of an objective,
purpose, or result.

Is it always possible A good OVI provides a direct measurement, ¢.g.

to find one? ‘increased production’ is measured by adding up
harvest results. If direct measurement is
impossible, ‘proxy indicators’ have to be found,
e.g. ‘increased income of farmers’ may be rellected
in improvements in housing conditions (tiles, use
of cement, etc.).

Can all objectives be  Sometimes il is difficult o put objectives in

described in operational terms, but efforts should always be
operational terms by made to find quantifiable, qualitative and
QVis? verifiable OVl1s. Any improvement in this sense is
a valuable contribution to better and more .
objective project management, monitoring and
evaluation.
IR B R Rl Lt L | TR T T T TR AT TR R A Y
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Why should the To ensure that accurate information can be
) sources of verification obtained about the project purpose and results in
be described? operational terms (i.e. QVIs).
L
Where can they be * Outside the project: provision has to be
e found?

made, where appropriate, for payment for
N this information.
* Within the project: where necessary, plan
data-gathering activities.

| N—— L&  —

What are the criteria  They should provide reliable and accessible data.

= for evaluating them?
i
- When should the During the preparation phase. when project
sources of verification purpose and results are decided. They can be
-! be established? worked out during implementation.
-
- 2.7 MEANS AND COSTS
i
-

Means are physical and non-physical resources (inputs) that are necessary
to carry out the planned activities and manage the project. A distinction is
drawn between human, material and financial resources {costs).

L._J

Costs are the translation into financial terms of all the identified means.
They should preferably be presented in a standardized format, which will
specily the contribution of the EC, the Government and any other party
(other donors, beneficiaries)

L. §

The activities must therefore be worked out sufficiently to enable
estimates of the physical and non-physical means to be made. If this

proves to be impossible, it would be advisable either to work the activities
out in more detail or to make a rough estimate.

How to establish means and costs

1.~ Work out the human, material and financial means necessary to
carry out the planned activities.

2. Work out the human, material and financial means needed {or
management and support activities not included in the logical

framework {e.g. building of a coordination office. administrative and
accounting staffl etc.).




3. Calculate the cost of the resources thus established and shared among
the financing partners; prepare the total budget.

4. Classify the costs by budget origin: EC. Government, target group or
other donors.

List a summary of means in the 2nd column, 4th row of the logical
framework and summarize the costs by budget origin in the 3rd column,
4th row.

2.8 FINAL REVIEW

Once the means and costs have been established, the logical framework is
complete. 1t should now be reviewed one last time to check, among other
things, whether:

+  the vertical logic is complete and accurate;

+ indicators and sources of verification are accessible and reliable;

» the preconditions are realistic;

» the assumptions are realistic and overlook nothing;

»  the risks are acceptable;

+ the likelihood of success is reasonably strong;

« sustainability [actors have been taken into account and, where
appropriate, translated into activities, results or assumptions;

s the benefits cover the costs;

* other studies are needed.

This check can be carried out independently by persons other than those
who drew up the logical framework.

PardcHEGITS chieck
offices, DelEgdfivns I




ORJFCTIVELY
VERIFIABLE
INDICATORS

ASSUMPTIONS
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3. APPLICATION OF THE LOGICAL FRAMEWORK

3.1 Interlocking logical frameworks

Each logical framework can be worked out in sub-logical frameworks.
Each ol these sub-logical [rameworks describe components of the
“master” Yogical framework {programme) on a more detailed level
(project).

The same system of sub-deviding a logical framework can be applied to
components of a project.

The project purpose ol the “master” logical framework becomes the
overall objective of the sub-logical framework, while each result becomes
the project purpose of one of the sub-logical [rameworks. Major activitics
listed in the “master” logical framework become results in one of the sub-
logical frameworks. New detailed activities have to be identified for the

sub-logical framework.

The system of sub-deviding a “master” logical framework is useful 10
show the coherance of compenents in a programme or project and to
develop each component in more detail. The interlocking fogical
frameworks at different level (e.g. programme, projects, components) will
be required for the management at these different levels and visualize the
different responsabilities of these management levels.

The following diagram visualizes this process of interlocking logical
frameworks.

O\;erall. _C')‘l;jec'_tive

Project Purppse ———m  Overall Objecti‘_vei‘ :

Results ——  Projéct Purposc o ———m  QOverall Objective
Activities g Results ' ———»  Project Purpose
Activities - Results
‘Aétiﬁties_- L

1 R PRPE R R e Bl T




e .
3.2 The logical framework and operational responsibilities o
The logical [ramework for a project elaborates, olten quite broadly, what .
L ‘ -
activities have to be undertaken. 1t may be used to specily the A
responsibilities and/or contributions ol each party to the project in .-
relation to each planned activity. -
>
ACTIVITIES e
WATER DEPT -
.—-—'
L.1.1. ORGANIZING FARMERS =
.-
1.2.1. ORGANIZING PURCHASE NPUTS 6:“
1.2.2. ORGANIZING DISTRIBUTION INFUTS ,.« P
131, ORGANIZING AGRICULTURAL SERVICE =
X = INVOIVED XX = RESPONSIRIF ’
3.3 TIME SCHEDULE L

The activities set out in the logical framework are listed {in logical order} y
in a column and the overall period is divided into subperiods in adjoining

columns.

::%-“Y'EAR‘J

ACTIVITIES
P v

111 1 LISTING OBRSTACLES TO ORGANIZATION

1112 LSTING MANAGEMENT TRAINING NEFDS
1L FORGANIZING MANAGENEN T T RANING
1114, ESTABLISHING LEGAL POSITION OF COMMITTEERS

L2 1 FINALIZING PLANS FOR CHANNILS, WORKS

L1022 SIGNING CONTRACTS

{12 3. SUPERVISING WORKS

1.1.31. ESTABLISHING QUANTITIES (WORKS)

1.1.3.2. SIGNING CONTRACTS

1.1.3.3 SUPERVISING WORKS




W @ @

@ @ (W

'

W ww w W @

& @ W W

sk

T e s A e = o oam e

. psiNieluieele)
. A AATe - : INFRASTRUCTURE LEVEL OF
FOOD PROGRAMME J§  RICE PROJECT COMPONENT OBJECTIVES

Overall chjediive:™ "4 7 © Sustainable econoimt; )
unprpvudstmimlofhmg and $acial Benefits*” -

Projéct purpose: Overall ob cgtﬁ‘eﬁﬂ‘ Eusmf{ilﬂe‘“e?’”oﬁxi“ 1
Improved focd Imptoved ] - and social-benefits
situation:, . snuauon contributed by [he

. -i . profect

Résul_i"s? S Project purpos Overall bbjettl\’¢ Sustainable etanerhic
LIncreasedrice | . 1. Increased. . 1.Increased,’ é fnid soeial benefits for
production_~ . production of nct T producnon of rice®

targel group thanks 1o

2. Increased producuon prq;ect

on hillsi £2% T
3 lmprovéd storage ’
and distribtition: more

consumption :
SR T EIREREN ‘ p R .

Activittes Résults: - T Project purpose” ™ {evel of utilization of
11 Funcuomng 1,1 !rrlgauon netwﬁrk peods, services or:

syslerns irrigation netwok: fu infrastmct' e hy arget
-1.2 More regilar. :

pi . supply of inputs oy
1.3 1y farmers

ekt caaln
Actwmes

L0 anﬁ?ﬁhﬁ
o ]

122 Orgamz
distribution ‘of
1.3.3. Organtze" . -
agricultural service -
1.3.2. Other,, 4, .5

Keiiiitisel
LiT: ']:“Iﬁst'nbs
to ‘organization
L1L2F Ui

managemém’ iﬁtm; :
1.1% 4"EStﬁb1i5h legal"
posuion fd

eIt o7 ERa e S SV : .




T A A S w et em o en ~ w

3.4 MONITORING

The information requirements for monitaring project implementation are
decided at various levels: project/programme personnel, the Delegation,
the Ministry, or DG VIII in Brussels. The logical framework can be used
by management stall at their specific fevel 1o answer questions ahout
progress on the project/programme.

Examples:
A, The project tcam

*  What activities are under way and what progress has been made
(e.g. at weekly intervals)?

* Atwhat rate are means being used and costs incurred in refation to
progress in implementation (e.g. monthly)?

*  Are the desired results heing achieved and do they satisfy the quality
criteria (e.g. quarterlyv update)?

*  Towhat extent are these vesults lurthering the project purpose (e.g.
hall-yearly analysis)?

The information should be collected by the management concerned with
reference 10 the logical framework for the project. If progress falls short
of what was planned, corrective actions should he taken by the
responsible managetment fevels. -

B Delegations, Ministries and Brussels departments

The same questions in relation to the logical framework need 10 be asked
at these levels, although not all the details will be required. The
frequency of progress updates could he quarterly to half-yearly, for
example. Where necessary, and in the light of what is reported by the
project leader, the planned results may need to be modificd.

3 mqm‘;:‘_ R o P RN T S P TR . -
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I1I. THE INTEGRATED APPROACH AND

THE LOGICAL FRAMEWORK

1. Introduction
2. The basic format and guidelines

3. Project phases
3.1. Preparation
3.2. Implementation
3.3 Cvaluation
3.4 Transition from one phase to the next
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1l. THE INTEGRATED APPROACH AND THE LOGICAL FRAMEWORK !

A
)

4

- - 1. INTRODUCTION 1
n ! :
i = he logical framework is applied during preparation, implementation ;
- » and evaluation of a project or programme. It is filled in as and when J
the information on the context. ohjectives/impact. results,
i » suslainability perspectives, etc. become available.
- Itis worth recalling at this point that the care taken in gathering and “
L analysing information at each stage of the project cycle is crucial to the
- - proper application of the logical framework.
ﬂi - This section reviews the following aspects:
- -
- *  the basic [ormat for all the documents used during the project cycle,
- ) guidelines for the format’s use and general remarks;
’ - * the different stages of the project cycle and the special features of
S documents for each phase compared with the basic format.
: p P
- g
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~ | 2. THE BASIC FORMAT AND GUIDELINES -
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The basic format set out above is only a rough guide that will be of use
particularly during the preparatory stage of a project. However, it does
not change significantly during project implementation or evaluation.

DESCRIPTION OF CHAPTERS

1.

2.1

Summary

The summary should be structured on the lines of the logical
framework and give a brief overview of the key elements, such as the
overall objective, the project purpose, results, activities, means, COSts,
indicators and assumptions. The logical framework itself, duly
adapted, should always be attached as Annex.

Background

This heading covers a description of the general framework in which
the project will be carried out and an analysis of the problems the
project is designed to solve.

Government/sectoral policy

This heading consists of an analysis of the macroeconomic cgutext as
laid down in the development plan or the Government's palicy
declarations. It will be supplemented by a brief outline of

Government policy in the sector in which the project will be carried out.
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2.2 Features of the sector

. The description should be confined to what is necessary (o
{ understand the nature of the problems that the project is attempting

A to solve (potential and constraints, including demographic and
gender issues). '

2.3 Beneficiaries and parties involved
Analysis of the interests of the large] group(s) (or others alfected).
‘ with their participation if possible, is a crucial step towards proper

understanding of the problems to be tackled, the objectives and the

action needed.

2.4 Problems to be addressed Wﬂe WW/’/@O

Putting problems in hierarchical order makes them easier 10 identify
and structure logically (cause and effect) at the various levels.

% QOther interventions

Past, present and future projects of the Government and other donors
that may be relevant should be studied.

Documentation available
Available documentation on the sector, area, past projects, etc., plus
documents from the preparation stage are to be mentioned. Special

reference should be made 1o pre-teasibility and leasibility studies and
arlier evaluation reports. '

-

3. Intervention
Once the problems have been analysed, the objectives. results and
activities can be established. There should also be an explanation of

the strategy chosen and reasons for this choice (compared with
alternatives),

3.1 Overall objective(s)
This heading concerns the wider development objectives or goals
(reflecting the thrust of macroeconomic and_sectoral pelicy) to which
the project is meant to contribute, They must be consistent with
programming guidelings as set out in the national indicative
programme {or with updated guidelines emerging from the policy
dialogue between the two parties). In most cases the overall
objectives should reler to the seclor or subsector of the project. If the

objectives thus defined are achieved. they will be identical to the
expected impact.
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3.2 Project purpose
Throughout the project cycle, care should be taken to ensure that the
project purpose s consistent with the overall objective. The points
below are meant to help to define the project purpose (which should
in no way be confused with the results or even the activities of the
project):

«  The project purpose is a positive statement about resolviné the_g,am‘i

roblega.identilied. ! b "

«  Ttshould be conceived as 2 custainableiflawg of benefits [or the target
group that are maintained Wxternalﬂd_ 1.e. all costs -
operating, maintenance and depreciation - must be covered).

e  The benefits are always linked to aproduel (in the broad sense)
expressed in either tangible or intangible values {e.g. X tonnes of tea
grown and sold, y veterinary Surgeons trained and usefully
employed).

« Itisimportant o establish at the same time objectively verifiable
indicators(QVIs) aud the corresponding SOurces of verification in
order to check whether the project prupoge is being achieved.

« 1f possible, there should be only one specific objective per logical
framework. 1f there are several (in the case of 2 highly complex
project or programme, for instance), a logical framework should be

drawn up for each one.

3.3 Results
This heading should cover the main physical and non-physical results

2
of the project needed for the purpose {e.g % ha of tea planted, y km

1o M of roads built, z dispensaries functioning, N cooperatives established,
~ and so on). The objectively verifiable indicators and their sources of

h W verification should also be specified.
™
3.4 Activities
. Referto the main activities 10 be carried out to obtain the desired
EL d"ﬁ““aresuhs. Each result will call for a number of different activities €-g.
drawing up estimates, issuing invitations to }mder, executing and
supervising warks will lead to the Ealt schools built. Training
nurses. buying vaccines, organizing yaccination campaigns will have
as a result X number of children vaccinated.
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4. Assumptions

This section deals with external factors outside the immediate control
of the project, that will be important for its success.

4.1 Assumptions at different levels
Having established the preconditions which are required in order 1o
start the activities, thought has to be given to other, external factors
which may be important for the success of the project but are not
Sr—— —

_Ander the control of those financing and gnplementing it.
Assumptions might exist of the levels of activities, results and the
project purpose. Where possible. indicators should be esiablished to
check periodically whether such assumptions, which are crucial for
the project’s sustainability, are indeed realized.

4.2{ Risks and flexibility

Any project entails natural, political, social, financial and economic

|| risks that must be spelled out where possible. To deal with
Ainforeseen situations or upncontrollable factors there has to be some
degreg of flexibility and the machinery [or making any necessary
changes, for which there should be provision for financing if need be.

j

5. Implementation

This section deals with the internal organization of the project
implementation,

5.1 Physical and non-physical means
Means or inputs, namely investments in the broadest sense, including
technical gesistance, need to be specified in detail. They are
categorized a infrastruclure,l;é_]_uipment[p_gerational inputs Jlocal
Lagrsonnel,bgrvmes (studies, project execution technical assistance
works, supervision, evaluation)épecial funds (credit lines) and

{ontingency fu ndg}
&

5.2 Organization and procedures
Implementation procedures and the responsibilities of the people and
public/private bodies involved are described here: proper planning
and regular checks on implementation (monitoring reports) are
essential.

L

U DI OOPOIDEOOOD DS DD IO G E @D D

5.3 Timetable
The timetable should be realistic and verifiable.

L e T B 1 Y g




5.4 Cost estimate and {inancing plan
Costs should be broken down by component and by type of input.
They should be expressed in local currency and loreign exchange,
specilying the source of financing and, where applicable, colinancing

arran gemcnls

5.5 Special conditions and accompanyting measures taken by the
Government
This point is particularly important because it summarizes the
commitments the Government has made Lo ensure the success of the
project.
The special conditions are (he initiatives or decisions that have to be
takencbefore the roject can start up (for instance, administrative

decisions concerning, say pricing policy).
Accompanyting measures are measures that the Governiment takes
during and after implementation ol the project.

Al these measures should be rimetabled in a verifiable manner.

6. Factors ensuring sustainability
Experience teaches us that a projects
the following factors. These factors of sustaina
into account all along the project cycle.

sustainability hinges mainly on
bility must he taken

6.1 Policy support
These are a set of policies that must be realized in addition to the

projecl-specil'ic accompanyting Government measures. They will
often call for new legislation or regulations. No project can be viable
in an unsupportive policy environment. 1f assistance is required for
the drafting or implementation of such policies, it should be specified

under this point.

6.2 Appropriate technology
This heading covers the lechnical ways and means of carrying out

activities. Among other things, the dilferent needs and roles of women
and men should be taken into account. Only after plausible
alternatives have been examined for the best solution, should the
choice of the most appropriale technology for the recipient country he

made.

6.3 Environmental protection
The importance of enwvironmental considerations is now widely
recognized, although obviously environmental factors may be
negligible in some cases. important in others and crucial in others
still. 1f protection measures are necessary, they should be described

here.
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6.4 Socio-cultural aspects/women in development
In most cases the social and cultural factors influencing motivation,
and hence the active participation and accepting responsibility by the
people concerned, are of crucial importance. If measures need to be
taken to stimulate participation, they should be described here.
Special attention should be paid 1o the involvement of women in
ye implementation and their sharing of the fruits of the project.
especially access to factors of production and support services - land.
labour, credit, extension services, technology and training - and their
rights such as land ownership and inheritance.

Inslitulional and management capacity (public and private)

Evaluation reports have shown that weak institutions are the single
most important {actor in the failure of “people-oriented” projects,
above all in agriculture and related areas. Institution and management
capacity building activities will therefore play an important role in
most cases. Particular attention should be paid to institutions’
capacity to address and involve women. The choice between public
and/or private forms of organization must be explicitly addressed.
The same applies to the structure of participating bodies, their
cooperation/coordination and the allocation of responsibilities (who
does what?),

@ Economic and [linancial analysis
The methods for such analysis are, for example: economic and  ~ .
financial rates-ol-return for ‘productive’ projects, cost/benefit
calculations for social infrastructure and sensitivity analyses. It is
essential to forecast realistically the economic and financial
sustainability of the project after its implementation {coverage of
running, maintenance and depreciation costs) and the distribution of
surplus revenue among beneliciary groups and institutions, including

the Government,

Refer to the separate manual on 'Economic and Financial Analysis’.
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Monitoring and evaluation

7.1 Monitoring indicators

Monitoring (either internal or external) must be accurate and
effective, Key indicators have to be established 1o compare actual
achievements at various levels against the objectives. The method for
collecting relevant information must be specified. Monitoring will be
carried out by the Commission, the recipient country or the project
team itself (often with technical assistance back-up). Monitoring
reports must follow the standard format, with a few minor
adjustments .

7.2 Reviews/evaluation

Provision should be made for independent evaluation at some point
during implementation {often mid-term), and at the end of external
financing and/or ex-post {i.e. some years after completion).
Evaluation should deal with all aspects of project preparation, design,
the background, the objectives and results, assumptions and risks,
implementation, operation and impact (whether intended or not) in
the light of sustainability criteria. .
Conclusions and proposals

The documents will conclude with relevant proposals; the nature of
which will obviously vary according to the stage of advancement
through the different phases.

D S P AT BT T M T T T T e
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3. PROJECT PHASES

The project cycle falls into three main stages:

*  preparation {indicative programming, identification, formulation, financing)
* implementation
* evaluation

he project cycle goes through six phases, each with its own

characteristics and standard documents with the formats for

implementation’ and ‘evaluation’ differ slightly from the basic one
for "preparation’ (see diagram on page 62).

ASES OF THE INTERVENTION

INDICATIVE

PROGRAMMING

NIP/RIP

Y

Identification sheet
Evaliation reports; Pre-feasibility stydy

End-ol-project
£X-post

Mid-term reviews

FORMULATION
(APPRAISAL)

Plan ol aperation IMPLEMENTATION

Annual manitoring

Feasibility study
reports

End-of-project report

L Financing Proposal
p

Financing Agreement

3.1 PREPARATION

L.Programming

In the introduction (Part 1) it was noted that the guidelines sel out in the national
or regional indicative programme constitute the framework for operations. The
logical framework approach could be used for preparing the NIP or RIP, especially
for analysing the problems to be tackled and setting the overall cooperation
objectives of Community aid. It may contain some ‘project ideas’, other possible




projects will be identilied later. When ideas [or projects are identified,
they should be checked on conformity with NIP

2. l1dentification

The project ideas that have been included in the Indicative Programmes
(NTP/RIP) will then be subjected to a pre-feasibility sjudy that will loosely
draw on the basic format. The study will prggent an identification
Tocitment and might conclude by proposing whether appraisal of the
project should continue with a detailed feasibility study. An identification

sheet ending this phase will be drawn up. The Terms of Reference for that
l study could then be prepared.

3 Formulation {Appraisal)

The issues to be studied in the feasibility study will be hased on the basic
format. Since each case is unique, the basic format is obviously only a
guide that helps to ensure that important elements are not overlooked and
that the specific features of that particular project are incorporated at the
right piace.

The Terms of Reference (TOR) will, additionally to the issues to be
studied (format), also reveal procedural matters dealing with the
organisation of the feasibility study itsell.

The terms of reference should deal with the [ollowing chapters:

1. Introduction
Explains the reasons for carrying out the study and its nature
2. Objectives of the study
The major issues to be studied
3. Background of the project
4. lssues to be studied
lssues to be studied should be siructured according to the basic
[ormat. However, allow room for the consultant to elaborate on
_ additional important issues not mentioned.
5. Plan of work
Specily methodology of the study and important resource persons to
be consulted
6. Expertise required
Stipulate the profile of the consultants.
7. Reporting

Specify the language, date of delivery, number of copies and recipients

of the report, also those responsible and the time-limits for
submission of comments and approval.

8. Time schedule
Duration of the study
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4. Financing
The financing proposal is entirely structured on the basis of the standard
format (tailored to the specific needs of the particular project). The
overall logical [ramework should be annexed to the proposal, which

should conclude with the following text, obligatory for all EC financing
allocations:

Having regard to the opinion delivered by the ........... Committee and
having regard to the supporting arguments set out above, it is proposed
that the Commission take the following decision:

Financing proposal

The Commission has decided:

* 1o approve, under the conditions laid down in the proposal before it,
the project described hereunder:

Registration N Title of Financing
project authorized

*  to grant commitment authorizations for a total sum of ... ECU
in the form of ... finaced on the ... EDE

Once the decision on financing has been taken, the financing agreement

is drawn up (incorporating the text of sections 1, 3, 4, 5 and 6 of the
basic format).

3.2 IMPLEMENTATION

The implementing organisation should prepare and present a detailed
plan of operations based upon the financing proposal / agreement and
previous studies. The plan of operations should be structured according
to the basic format.

For the monitoring of a project a distinction is drawn between:

(a) the monitoring carried out by the Commission and the recipient
country (day-to-day monitoring, mission reports, internal memos).

When a project is implemented a monitoring report should be drawn up
at least once a year; it gives a critical assessment of progress towards

baliar o an + o
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achieving the project’s objectives and the likelihood of sustainable benefits
for the target group once the project has been implemented. The
assessment should highlight any major threats to the project’s
sustainability, and if there is a serious risk to recommend remedial action
to improve sustainability. The annual monitoring report will incorporate
practically all the main headings of the basic format (objectives and
results, assumptions, state of implementation, likelihood of sustainability,
monitoring and evaluation). The report should start with an introductory
section on the nature of the project and a general assessment of it, plus
the comments of the services in Brussels (which will also provide
feedback to the Delegation that drew up the report). For more details, see
middle column of the overview at the end of this chapter.

(b) the monitoring, supervision/general technical assistance carried out
by bodies other than the Commission or by consultants contracted to help
with the implementation of often quite complex projects. Such interim
monitoring reports, produced every three or four months, should also
follow the basic format used for the project implementation phase, adding
the technical and financial details necessary for a proper understanding of
the project’s implementation.

3.3 EVALUATION

Evaluation can take place:

+  when the project is still under way: such interim evaluation may take
place mid-term or at the end ofa particutar phase of the project:

+  on completion of the project (end-of-project evaluation);

+ 2 number of years after completion (ex-post evaluation).

Any evaluation report should look at the project’s impact (intended or
not), its contribution to the overall objective and performance thus far in
terms of project purpose and results. Recommendations should be made
concerning either the project in question or similar projects in future.
The evaluation report should mirror the basic format, taking into account
the nature of the project and the stage at which evaluation is taking place.
it should focus on the soundness of the choices made in relation to the
context, objectives, means, likelihood of sustainability, etc. and include
brief remarks on any adjustments made in response to developments up
to the moment of evaluation.

Apart from specific variants,” the terms of reference for an evaluation
study will for the most part follow the {ormat used for the leasibility
study.
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3.4 TRANSITION FROM ONE PHASE TO THE NEXT

The transition from any ol the phases described above to the next must
take place based on an explicit decision. Such a decision will be taken on
the basis of documents/reporis available at each of the six phases of the
cycle by those responsible for the project in the donor organization
and/or the recipient country.

Annex 2 sets out in diagram form the normal progression of the phases
and the corresponding decisions.

M R T T

(4} Point 2.4 of the hasic format for evaluation will deal with problems solved/to be addressed: point 3 objectives
and results achieved/expected’; points 3.1 and 3.2 *Objectives fimpact’: point 3.4 activities carried out/lo be carried
out 10 obtain resulis’; point 3.3 measures taken/to he 1aken by the Government; paint 8.2 will look at the

operational relevance of revious revicws/evaluation reporis and the implementation of the recommmendations {see

diagrani on page 62).
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Activities:
Work to be undertaken during the project to obtain results.

Analysis of objectives:
ldentification and verification of future benefits to which the groups
concerned attach priority. L

Assumptions:

Important conditions [or the success of the project that are not within its
control and are applicable to the levels of activities, results and the project
purpose. ‘

Diagram of objectives:
Means-end relationships between positive reached situations achieved in
the future.

Diagram of problems: |
Causal relationships between the negative elements of the existing
situation. T q

ST 2T

Evaluation: j

Independent objective examination (during or after project) of the ml

background, objectives, results, activities and means deployed, with a '
view to drawing lessons that may be more widely applicable.

Feasibility study:

Study carried out on the basis of a terms of reference drawn up at the :
identification or pre-feasibility stage; if the conclusion is favourable, the : *
financing proposal will be drawn up without the need for further studies. ;

Ly,

-
N
i)

Formulation (Appraisal): I
Establishment of the details of the project on the basis of a feasibility
study; internal examination carried out by donor staff to assess the
project’s merits and consistency with sectoral policies.

AL e

Identification (pre-feasibility):
Initial elaboration of project idea in terms of objectives, results and ‘
activities with a view to determining whether or not to go ahead with a
feasibility study, for which the Terms of Reference will then have to be
drawn up.

i
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Implementation: it
The process from the signed financing agreement to completion of the I
project.
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Indicative programme:

General guidelines and principles for cooperation with the Community;
they specify the focal sectors and themes within a country (ot region) and
may setouta number of project/programme ideas.

Integrated approach:

This is a method for managing the different phases of a project cycle. 1t
takes account of the six phases of the cycle through an analysis of al! the
main elements in each phase and application of the same criteria of
consistency and sustainability throughout the cycle. 1t describes the
documents for each phase applying the standard format, that will provide
the basis for decisions.

Intervention logic (Vertical logic):
Activities lead to results; results leod to project purpose; project purpose
contributes to overall objectives.

Logical framework:
A set of related concepts describing the projectin operational terms in
matrix form.

Means:
The various inputs needed to carry out the planned activities. A
distinction is drawn hetween human, material and financial resources.

Overall objective:
Future improved situation (at high level in framework) to which the
project contributes, together with others.

OVls:

Objectively verifiable indicators are operational measurements of overall
objectives, project purpose and results, in terms of target groups, quality,
quantity, place and time.

Preconditions:
External factors that have to be present and decisions that have to be
taken belore a project can start up.

Problem analysis:
identification of the real bottlenecks to which the groups concerned
attach priority.

Project cycle:

The six phases of a project: indicative programming (idea); identification
(pre—feasibility); formulation (feasibility); financing; implementation (a.0.
monitoring); evaluation (interim, end-of-project, ex-post}.

Project cycle management:

Method of managing the six project phases, using the integrated
approach and logical framework.




Project purpose:
Future improved situation characterized by sustainable benefits for the

project’s target group, benefits which will start (o appear during the
project.

Results:

Products of the activities that achieve the project purpose,

Sources of verification:

Specification of origin and form of information on the objectives and
results (expressed in operational terms by OVis).

Strategy analysis:

Critical assessment of the alternative ways of achieving objectives and
selection of one for the proposed project.

Sustainability:

A project is sustainable when it can provide an acceptable amount of

benefits to the target group during a sufficiently long period after the
donor’ financial and technical assistance ceases,
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in the ideal case, the different phases of an intervention and the decisions

{0 make may be presented as follows:

PHASES DECISIONS

Prepare terms of reference :
for pre-feasibility study Abandon the idea

PI’C['LITC Lerms of refen:nct '
[or frasbility study Abandon the project

\ Prepare Financing ProFosal
based on a summary o Abandon the project
feasibility study
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Prepare and finalize
Financing Agreement

Resume preceding
negotiations

adjustments

Arrange for the necessay

Continue implementation
without major adjustments

Establish necessary
re-otientation

Continue for the moment
without re-orientations
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EVALUATION

Witheut
major changes

Changing
cerlain aspects
of the
conception
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