PIA 2567: Side Notes:  The Logical Framework (“LogFrame”)
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PROJECT DESIGN - THE LOGICAL FRAMEWORK

· The Log Frame is a tool for organizing the information and activities necessary to plan the project.

· The arrangement of information at different levels serves to communicate clearly the results for which management is held responsible and the elements outside the control of management.

· The levels within the Log Frame refer to:

· Inputs - resources to be used

· Outputs - the results obtained by management using the inputs

· Purpose - the reason for the outputs

· Goal - the "higher" objective for the project

· The assumptions affecting achievement at each level must be made explicit.

· In order to measure achievement, we must determine appropriate 'indicators' and 'means of verification.'

PLANNING THE PROJECT: THE LOGICAL FRAMEWORK

1. "LogFrame"- A set of interlocking concepts

· To design effectively you need an objectively described, evaluable project

· Design makes uncertainty explicit

2. LogFrame- Organizes information and activities so that several points of view may be applied simultaneously and in complement rather than in opposition

· PROGRAM MANAGEMENT says we manage for—and hold management responsible for—results

· BASIC SCIENTIFIC METHOD says nothing is certain and all human activity can be viewed as testing for hypothesis

· SYSTEMS ANALYSIS dictates that no system is defined until we have defined the larger system of which it is a part

3. Three levels of responsibility:

· Inputs: resources, etc.

· Outputs: results, products

· Purpose: reason for the outputs

ABOVE: The Management Hierarchy of Objectives (Policies and Programs)

4. Basic Scientific Method indicates what VARIES between levels is the probability of success

· The manager is responsible for ensuring that inputs lead to outputs

· The statement, "If Outputs then purpose," assumes factors outside of the manager's control.

· Uncertainty is so high that the manager cannot be held accountable for achieving the purpose.

5. Systems analysis requires that we add to the three levels of project management responsibility a higher level: GOAL

· This defines the larger system to which the project is defined

6. Hypothesis Chain:
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7. Objectivity Verifiable Indicators

· Goals: Measures of Goal Achievement

· Purpose: End of Project Status

· Outputs: Magnitude

· Inputs: Level of effort/expenditure required (financial, material, human)

"The LogFrame"
1. What is a LogFrame? What do you think that means?

2. What is the difference between goals and assumptions? Measures of goal achievement and means of verification?

3. What is "end of project status? What does the LogFrame mean by "means of verification?"

4. What are outputs? What is an implementation target? What is the significance of having quantitative implementation targets? How does this effect the way a project might be managed?

5. What do you think the log frame tells you about the design and implementation issues that relate to the Swaziland project? What does the LogFrame not tell you?
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Using the Logical Framework to Establish the Basis for Defining and Delegating Project Responsibilities
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Characteristics of Programs and Projects

	Characteristics of Programs
	Implications for Managers
	Characteristics of Projects
	Implications for Managers

	1. Linked to ongoing host country organization
	· Will need to work within existing organization

· May find this organization constrains development efforts and that they need to reorient it.

· Will have an opportunity to integrate design, implementation, and maintenance activities.

· Will have a natural linkage to several levels of government.


	1. Orientation or Style Autonomous Management Structure


	Research, development, experimentation, one-time activities, major construction new technology applications, social change.



	2. Continue over time
	· Will find program varies over time and that design needs to be ongoing.

· Will need information about results on an ongoing basis.

· Will need continuing resources.

· Will be able to adapt procedures and learn from experience.
	2. Time Bound
	Logically dependent steps, actions and times organized for specific limited purpose (networks) in specific time frame.



	3.  Systems of activities and services
	· Will be working in a multi​organizational setting.

· Will assist and service other units rather than carry out program activities directly

· Will have to judge resources among competing activities
	3. Discrete activities targeted to project completion
	Episodic: Achieve​ment or completion of steps, exceptions. warnings, changes in assumed conditions, periodic

recapitulations and reviews, not ongoing.

	4.  Systems of activities designed for different settings
	· Cannot rely on a single technology; will need to experiment and adapt.

· Will need information about different settings.

· Will have an opportunity to design appropriate institutions to adapt to different settings.
	4. Discrete budgets and personnel
	By logical steps, milestones, specific activities. Discretely

Identified technologies.

	5.  Defined by their substantive content
	· Will need to address the technology and political dynamics associated with different policies.

· Can develop commitments around the purposes and values associated with program content.
	5. Defined by project goals
	Cost centers, periodic resource use; monitoring based on reports.

	6.  Success criteria
	Not normally applied
	6. Success criteria
	Achievement of overall purpose based on independent measures. (Evaluation) Termination of activities built into sequence.


LOGICAL FRAMEWORK: THE PROJECT LOGFRAME

	Narrative

Summary
	Performance/Progress

Indicators
	Means of Verification

(Documentation)
	Important

Assumptions

	Project Goal:

(Contained in the donor's project documents)
	Related to Project Goal

(the “big” picture)
	Related to Project Goal

 (the “big” picture)
	Related to Project Goal

(the “big” picture)

	Project Purposes:

Describe the project's purpose by re-stating

(or linking together) the project's priority area(s) and unifying concept.
	Hou could you measure the project's purpose or report on its overall effectiveness (success)?
	How could you document the overall effectiveness (success) of the project's purpose?
	The assumptions you   have made about the project's purpose

	Project Outputs:

(Activities)

1.

2.

3.

Etc.
	1. (Relates to #1 at left)

2.

3.

Etc.
	1. (Relates to #1 at left)
2.

3.

Etc.
	The assumptions you   have made about each of the specified activities

	Project Inputs:

(Resources, including people)

1.

2.

3.

Etc.
	1. (Relates to #1 at left)
2.

3.

Etc.
	1. (Relates to #1 at left)
2.

3.

Etc.
	The assumptions you   have made about your “inputs” (including people)


PROJECT MANAGEMENT AND EVALUATION PROGRAM

PRELIMINARY DESCRIPTION

The attached outline is designed to provide you with a guideline for the preliminary description of your projects. In this assignment, you should begin to formulate some of the basic framework for the project design, your final program assignment. As was stated during the orientation session, you may use information relating to an actual project that your organization is involved with at home, OR you may use mock information which is similar to the type that you would be utilizing in a project at home.

The ten sets of questions on the first page of the outline are mandatory points that must be addressed. The "Points to Consider" on the second page, while not mandatory, should be issues that you think about and answer if you can, as they are some of the factors that will affect the real-life applicability of your project design.

PRELIMINARY DESCRIPTION OUTLINE

1. Target population: for whom is the project designed? Where are they located?

2. Specification of need: what need or problem of the target population is the project supposed to address?

3. Specification of means to satisfy the need of the target population: how will the need that you have identified be addressed?

4. Indirect costs and benefits: What are some of the unexpected positive and negative consequences of the project? Be sure to consider not only the impact of the final output of the project, but also the impact of the project in process.

5. What are the technical inputs (e.g. labor, physical capital, raw materials, technical skill) that are needed for the project? Be sure to consider inputs necessary for the maintenance stage as well as for the implementation stage.

6. What are the social inputs (e.g. government regulations, organizational and administrative capability, characteristics of the political system and/or the existing power structure, cultural characteristics (e.g. cultural taboos)) needed for the project? Once again, consider inputs necessary for the maintenance stage as well as for the implementation stage.

7. Who are the stakeholders (the persons and/or organizations who directly benefit from the project and/or directly pay some or all of the costs) ? What are the costs they pay? Benefits they receive?

8. Who is responsible for the analysis, implementation, and maintenance of the project?

9. What are the sources of funding for both the implementation stage and the maintenance stage (e.g. donor agencies)?

10. What is the time frame for your project? Be sure to consider both the implementation and the maintenance stage of your project.

11. Additional points to consider:

· Project plans may look good on paper, but problems may appear when you actually try to implement them. How can you maintain flexibility in your project plan and make allowances for the unexpected?

· What steps can you take to make sure that the flow of information is structured in such a way that your project manager is kept up-to-date on any problems or environmental changes that may arise, and is able to take appropriate and timely action?

· Your project may meet a current need, but will it still meet the need of the target population by its completion date?

· New projects are often very appealing, both for politicians (who can say that this project was achieved during their term of service) and for the target population. How can you keep levels of interest and support high during the maintenance stage of your project, after the "newness" has worn off? (If you are unable to do so, all your work during the implementation stage may be in vain, (particularly in the case of physical projects such as roads or bridges, which can quickly fall into disrepair).
� Adapted from Carolie Byrant and Louise G. White (1982) and Practical Concepts, Inc. (1977).
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LogFrame Hypothesis Chain
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Basis for Defining & Delegating Project Responsibilities

Responsibility: Contractor

Responsibility: Ministry of Co-ops
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Basis for Defining & Delegating Project Responsibilities

Output 3

3.  Small Farmers Enrolled

INPUTS

3a. Develop Publicity Materials

3b. Enroll Interested Parties

Output 4

4.  Inputs & Assistance Provided to Small Farmers
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4a. Finalize Input Requirements

4b. Procure Inputs

4c. Distribute to Farmers
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Interaction of Major Agency Processes
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Building the Project Design

Program Logframe

Project Logframe

Output Logframe

The LogFrame can be used

to show the relationship

between different levels in the project design.
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Building the Project Design

Sponsor accountability to host: “reasonable manrule” for contractor

National Objective: host accountability

Manageable Interest: Contractor responsibility

Mutual obligations.  Sponsor and contractor.  Establishes activities, resources and consideration

Contractor technical judgment, approved by sponsor and host

Shared judgment of sponsor, host country and contractor

Shared judgment: Host and sponsor

Emphasis for evaluation

Meeting of the minds for all parties (host, sponsor, contractor)
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Blueprint Approach to Development Planning
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