Logical Framework Analysis

Objectives

DURATION: 30 Minutes

v'To introduce Logica Framework Anaysis (LFA) and its uses ACTIVITY: Presentation on the
main features and steps in
v'To become familiar with the main steps involved in conducting ~ conducting an LFA

anLFA MATERIALS: Slides

v'To provide the necessary background for the working group
exercise on the Project Planning Matrix
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There is no st methodology for developing and | MUEEEEE Dlanming, ceaamina, imorementing and
implementing a dryland management programme. There TR e
ae many techniques and methodologies avalable but | EE=E=¥E swaio anavss
there is not, and most likdy never will be a angle

;'/_ e |—} Strategy Analysis
bI UQ)I’I nt }\/ I_> Project Planning Matrix

Implementation

The logicd framework (or logframe) approach provides
a st of dedgning tools that, when used creatively, can S —
be usd for plaming, designing, implementing and UNSO ooz,
evduaing projects. The purpose of LFA is to undertake
participatory, objectives-oriented planning thet spans the life of

project or policy work to build stakeholder team commitment

and capacity with a series of workshops.

The technique requires stakeholders to come together in a series
of workshops to set priorities and plan for implementation and
monitoring.



Stepsin an LFA

There are 4 magor steps in conducting an LFA, each with a set of

activitiesto be carried out as outlined bel ow:

(1) Stakeholder Analysis
(2) Problem Analysis
(3) Objective Analysis

Strategy Analysis

Project Planning Matri

(1) Matrix
(2) Assumptions

(4) Verification

What follows is an introduction to these seps to
generd principlesin undertaking an LFA.
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The LFA approach begins by anaysing the
exiding dtuation and developing objectives for
addressing redl needs.

A dgtuation andyss has as its core task to find
out the actud date of affairs with respect to an
issue to be analysed; it is focussed by problems
and an atempt to undersand the system which
determines the existence of the problems

The andyss phase is the mogt criticd, yet most

X

(3) Objective Indicators

Implementation

understand the
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Situation Analysis (1) Stakeholder Analysis

(2) Problem Analysis
(3) Objective Analysis

(RSl CIERETNENEETT Who are the stakeholdersinvolved in the project,
and how arethey affected?

Consider the following:

-Whowill beinvolved inthe  logframe development?
-Wherewill the development be conducted?

-Who will facilitate the development of the  logframe ?

-What background materials, papersand expertise may be needed?
-What materialsand logistics arerequired?
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difficult, phase

of the logframe approach. The andyss phase consgs of three

stages,

l. Anayss of stakeholders

. Andysis of problems

I11.  Anadyssof objectives.

Wewill begin by looking at the stakeholder andysss. ..

|. Stakeholder Analysis



Projects are influenced by many actors. Their different interests,
potentids, deficiencies and other characteridtics play a role in the
process of designing and implementing a project. It has been a
frequent experience in development that influentid groups were
not sufficiently conddered in the planning, and hence caused
digurbances in the implementation. Thus it is usudly necessary
and expedient to analyse participants in a project as pat of the
planning process.

In usng the LFA approach, the stakeholder andyss is an
andyss of the problems, fears, interests, expectations,
restrictions and potentids of dl:

- important groups

- organistions and inditutions

- implementing agencies

- other projects and

- individuds

who may have an influence on a Stuation/(intended) project or
are themselves affected by it. Those analysed in detail should be
limited to those who are perceived to:

- beableto contribute to questions to be answered
- beimportant with regard to decisons to be taken.

They should congantly be referred to in developing the LFA.
Key questions to ask in preparation for developing the logframe
are:

Who will be involved in the logframe development?

Where will the development be conducted?

Who will facilitate the development of the logframe?

What background materials, papers and expertiss may be
needed?

> What materids and logigtics are required?
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Situation Analysis (2) Problem Analysis
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II. The Analysis of Problems

The andyds phase usudly begins with an andyss of

‘problem treg through an andlys's of cause and effects.

&l

-Which are the problems the project is addressing?
-What are the root causes of those problems?

-What isthelarger picturein which those problems

problems. The problem andyss is underteken by | o mer oot canssedar
|da]t|fy| ng tm ma n prme’ns md cb/dop' ng a - What are the links between the problems?

It starts by focusing on the problems and as such it:

> andyses only those issues which ae identified to be
problematic, be guided by problem view i.e. -Which are the
problemsthe project isaddressing?



narrows the focus with respect to the scope of analysis and at
the same time digging deep into these problems and ther
caudng factors, i.e. What are the root causes of those
problems?

> In connection with the focus on problems is the system those
problemsexig in. A System’ s understanding means one can

» understand how the sysem (in which the problem and its
causng factors occur) operates i.e. What is the larger
picture in which those problems and their root causes
exist?

> widening the view with respect to andysing the interlinkages
and feed-back mechanisms between components of the
gysemi.e - What are the links between the problems?

A man output of the problem andyss is the problem
tree. Braingorming techniques can be used to identify
the man problems. Before the brangorming exercise
commences it is important that the facilitator explain the
process and the group agrees on some rules for
braingtorming. The tree can be developed asfollows:

1) Commence by identifying the man problems
that need to addressed

Situation Analysis (2) Problem Analysis

Problem Tree -Brainstorming techniques can be used to identify the

main problems
-After all of the problems are displayed they should
then be clustered into groups of similar issues

The problem treeis developed by:

1. moving problems from the clusters of problems

2. adding new problems that emerge

3. problems can be moved up or down the tree as required
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The main problems should be written on card, and stuck
on thewall.

High order problems should not be described as ‘lack of'
something, for example lack of knowledge, but instead
they should be described as an effect, for example lack of
knowledge may become ‘destructive forest harvesting
practices

After dl of the problems are displayed on the wal they
should then be clustered into groups of sSmilar issues

At this dage a smple 'weeding exercise can be
undertaken. The am of the weeding exercise is to remove
any problems that are clearly not problems that can be
addressed by the project.

Developing the Problem Tree

The problem tree is developed by moving problems from the
clusers of problems on the wdl and by adding new problems
that emerge as the tree is developed. Problems can be moved up
or down the tree as required. The tree should end up with one



main problem and a series of lower order problems that branch
out below the main problem.

The problem tree is condructed by sdecting a problem from the
lig and relating this problem to a dater problem usng the
cause-effect rationale described below:

If the problem is a cause of the starter problem it is placed below
the starter problem

If the problem is an effect of the Starter problem it goes above

If it is neither a cause or effect it goes at the same leve

i ilding Wor or Dryla
I Suwaionanayss ____ [Opeywms

The example shown of a problem tree highlights ’

PR EETETGIEDRIEM one main problem (EFFECT)
that the effect (loss of biodiversity) is the problem. aseriesof lower order problems (CAUSE)
Below it are lower order causes such as decreasing
numbers of eephants and decreasng numbers of | .
vaieties of maize Thee in turn are the effects of ‘D“““@"Tb““f*“m\‘DE"*““%““‘"‘”’M*““““"W|
other causes, perhaps root causes including [ [ \ \
hunting’ af]d theu&of peg|c|d$ iﬁ“ﬁ?ﬁ e pu:mi LR | e | e
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As mentioned earlier there are three components to | = ” — (&) Objective Ancly
. . . - . ...aprocedure for systematically

a dtudion andyss Frg the dakeholder andyss, | 1 ieniying ;

then the problem andyss and next, the objective | 2-cateaerisng

. 3. specifying
E:'ndySS. 4. balancing out
| | I . Obj eC'[IVGS Analys IS ...objectives of all partiesinvolved in a specific situation

(OIS IVERIEN 1. Problems are restated as objectives

2. Positive mirror image of the problem tree

An objectives-andyss in a wide sene is a
procedure for sysematicaly identifying, 1) e
cateqorising, specifying and - if required - balanding L S ot i
out objectives of dl parties involved in a specific Stuation (for

which those objectives gpply).

The objectives-andyss and the problems-andyss influence each
other: the more information one has about the problem Stuetion,
the more specificdly one can formulate objectives, the kind and
outline of the objectives andysed influence the perception of
problems.

The problem tree is tranformed into an objectives tree by
retating the problems as objectives. The objectives tree can be
viewed as the podtive mirror image of the problem tree. It is
usualy necessary to reorder the postion of objectives as you
develop the tree.
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The objectives tree can be considered as an 'ends
- means diagram. The top of the tree is the end
that is desred and the lower levels are the means
to achieving the end. Based on this objectives

Capacity Building Workshop for Dryland
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Logical Framework Analysis (LFA)
Situation Analysis (3) Objective ~ Analysis

Example of an Objectives Tree top of thetreeisthe END desired

lower levels are the MEANS to the end

[Eod

tr%’ Catan means are f% ble md ome are ij:i::g?::si;?:;m I ccvvoishenoe: 0l Bt v oA
perhaps outsde the scope of the problem. -

Nonetheles these means provide the foundation UNSO orcoiocomaommttcatonmaprowe e
for developing programmes, projects or Strategies to address the

problems discussed earlier.
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After completing the dtuation andyss the next

maor sep in the LFA is the drategy andlyss A

drategy andyss or andyds of dternatives is a

sysematic way of searching for and deciding on
problem solutions. It follows the problems and
objectives andyss and is a prerequisite to designing
action drategies.

The drategy andyss phase involves the sdection of
a drategy to achieve he desred results. The Strategy

Capacity Building Workshop for Dr
apacity g P
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Strategy Analysis S sear ching for and deciding on solutions

Conducting a Strategy Analysis: -
1. ordering sequence of the problem and objective trees
2. clustering objectives

g obj =

3. feasibility of different interventions —
4. continuoustask in project management

ﬂl,

follows the problems and objectives analysis
prerequisite to designing action strategies

T
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comprises the clusters of objectives to be included in the project.
The main objective becomes the project purpose and the lower
order objectives become the outputs or results and activities.

In addition to examining the logic, strategy analyss dso looks at

feasbility of different interventions As such, it is
process throughout the life of the project.

a continud
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All dternative drategies conddered must contribute to
solving a problem, or in other words they must be
suitable geps towards the atanment of identified guiding

objectives (=relevance).

Strategy Analysis

+overall concepts, strategic plans, objectives

Logical Framework Analysis (LFA)

+people, target groups, organizations agencies
+methods, procedures, processes
+technologies, services, products, outputs

+measures, actions, materials, inputs

Umm Officeto Combat Desertification and Drought
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Choices among different solutions to problems may concern
- overdl concepts, dtrategic plans, objectives

- people, target groups, organisations, agencies

- methods, procedures, processes

- technologies, services, products, outputs

- measures, actions, materids, inputs

. e e —r 2]
S| I de 10 Logical Framework Analysis (LFA) _|

Strategy Analysis - main objective is the project purpose

- lower order objectives are outputs

An example of a drategy andyss is provided. In this | [fai.
example it is unlikdy to choose “efficent human | ko S g
population programme’  (identified in the objectives e : .
andyss) but rather one or al of the other means. The | Fui ot g B | e
process of making choices should be caried out in a it

vary methodical way, giving due consderation to the [UNSOisesmse=mmmien
ends'means relationship in the objectives tree.
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(RS ENMNCRYE TIPS developed from the strategy analysis by filling
in the columns of the matrix as shown below.

The Project Planning Matrix provides a one-page summary

Of- Narrative Objectively Means of Important
. Summary Verifiable Verification Assumptions
Indicators

GOALS/ Measures of goal Various sources of Goal / Purpose linkagg

achievement information, methods

OBJECTIVES

> Why a prOja:t iS Ca‘riaj OlJt (: WhO/Wha Wi” m]dit PROJECT End-of-project status :?oussuurosof Output / Purpose

information, methods | linkages
used

PURPOSE
OUTPUTS/ Magnitudes of outputs, | Various sources of Input / Output linkagey
planned completion information, methods
RESULTS dates used
. . . ape . INPUTS/ Types/levels of Project data, other Initial Assumptions
» What the project is expected to achieve (= UtIliSAON | |{acryimes |/ 5im s o ramon | g pe e
i
1UN Plaza, New York, NLBO17 USAT et (213 9066497F

» How the project is going to achieve its outputsresults (=
measures executed)

» Which externd factors are crucid for the success of the
Project (= risks and frame conditions)

» Howwe can assess the success (= indicators)

» Where we will find the data required to assess the success (=
means of verification).

It is deveoped from the drategy andyss by filling in the
columns of the matrix as will be shown beow, gating with the
Narrative Summary.



The Narrative Summary has4 main components.

(1) GOAL

The devdopment god describes the developmentd benefits
which the respective target groups can expect to gain from the
program or the project

(2 PROJECT PURPOSE

The purpose of a program or a project describes the changes in
behaviour, dructures or cepacity of the target groups which
directly result from the utilisstion of the ddiverable outputs or
results the program or project will be expected to yield.

(3) OUTPUTS/RESULTS
The outputs or results describe the goods and services, the direct
deliverables which are contributed from the sde of a project or

program.

Outputs or results must express the nature, scope and intensity of

support or of the solution being sought. Thisincludes:

(Dprovison of information on support / solution

compdibility of support / solution with prevaling frame
conditions

(2)access to support / solution by specific target-groups,
induding gender-aspects

(3)availability of support / solution

(4) INPUTSACTIVITIES
Measures / tasks carried out by the project / program in order to
achieve and obtain the outputs/results (actions)

The next maor part of the matrix are the Objectively
Verifiable Indicators:

For each cdl of the narative summary, indicators need to be

developed. Objectively verifiable indicators or OVI should meet

the following criteria

> Measurable An indicator must be able to be measured in
ether quantitetive or quditetive terms

> Feasble An indicator should be fessble in terms of
finances, equipment, skills and time.

> Rdevant and Accurate: An indicator should reflect what we
are trying to measure in an accurate way.

> Sendtive An indicator should be capable of picking up
changes over the time period that we are interested in.

» Timdy: An indicator should be able to provide information
inatimdy manner.



Indicators should show who is benefiting from the project and
dlow for evadudion of the intended and unintended impects of
the project on various socid groups and stakeholders. This
requires the collection of information separately for men and
women, for different ethnic groupings, for different age
groupings (children, adults, ederly) and for different economic
(rich, poor) and socid groupings (agriculturidts, pastordids,
businesses).

The third main section of the matrix are the Means of
Verification

Once indicators have been developed, the source of the
information and means of collection (means of verification
(MOV)) should be edablished for each indicator. An MOV
should test whether or not an indicator can be redigicaly
measured at the expense of a reasonable amount of time, money
and effort. The MOV should specify:

» The forma in which the information should be mede
avalable (eg. reports, records, research  findings,
publications).

» Who should provide the information.

> How regularly it should be provided.

Thefinal part that completesthe matrix are the assumptions
The am of specifying assumptionsis:

(1) to assess the potentia risks to the project concept right from
the initid stages of project planning

(2 to support the monitoring of risks during the implementation
of the project (assumptions can be specified by indicators and are
an object of monitoring the frame conditions of a project /
program and the changes in the frame conditions)

(3) to provide a firm bass for necessary adjustments within the
project whenever it should be required.
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The operational phase of a project commences when
implementing activities begin in order to achieve the
expected outputsresults. In many cases this may be one
or two years dfter the project concept had been
established at the end of the design phase (as lad down
in the PPM of the project gpprasd). In the meantime
framework conditions may have changed, so that a
verification of the PPM mus take place during the

Capacity Building Workshop fe
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expected outputs/results
+workplans / work schedules
+project budget / resour ces plans
+personnel plans

+material and equipment plan / procurement plan / staff
training plans

Implementation operational phase of a project to achieve the

UNSO Officeto Combat Desertification and Drought




operationd planning. The project purpose and development god,
however, should be dtered only in exceptiond cases when mgor
changes have occurred.

Implementation should have a plan of operations i.e. the detailed
plan for the implementation of project. It is established by the
project team and will be documented as.

workplans/ work schedules

project budget / resources plans

personnd plans

materid and equipment plan / procurement plan / daff
traning plans.

VVYVYYVY

The work plan and the project budget congtitute the core of the
Pan of Operations.



