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ABSTRACT

This research aims to find out the degree to which applying logical framework
(LFA) in the project design, implementation, monitoring and evaluation of the
projects implemented by local NGOs have contributed to an institutional and
behavioral change. First the research has addressed the question, to what extent
LFA being applied by NGOs. Then, the research addresses a case study to find
out the impact, risks and challenges that have been experienced in using LFA in
PCM for the particular NGO (UHWC).

The research consists of two main parts:

1. The theoretical part:

This part has defined the origin and development of logical framework approach,
LFA characteristics, importance, strengths and, weaknesses as well as
applications.

The research explains the necessary basic elements to design a project as well
as the approach and methodology.

2. The practical part:

This part has been dedicated to explore the extent to which there has been
awareness and knowledge of local non-governmental institutions in Gaza of the
Logical Framework Approach. To achieve this objective, the research team has
made use of telephone calls survey with 40 local non-governmental institutions.
The Union of Health Work Committees institution (UHWC) has been selected as
a case study to explore in depth the impact and challenges of applying LFA in the
PCM at the institutional and behavioral levels.

The research has concluded to the following:

¢ To positively create acceptable level of institutional and behavioral change
as well as to reduce management risks, it is recommended to apply LFA
as an approach and not dealt with as a Matrix.

e LFA by itself represents a good mechanism for continuous learning by the
organization  through better = documentation and reflections
(lessons/challenges).

e Logical Frame work Approach and applied tools enhance the credibility,
accountability and transparency top down and bottom up as between the
NGOs and communities they serve from one hand and to the donors from
the other hand.

The research has come up with the following key recommendations:

e To better make use of the LFA, a comprehensive training should be
designed and implemented targeting the management staff of
organizations at all levels n order to raise skills and knowledge. The
culture of participation should be deeply rooted in the organizational
culture through continuous practices, learning by doing and coaching.
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e The LFA should not be dealt with as rigid approach rather it is flexible and
to continuously respond to the change and any organizational emerging
needs.



INTODUCTION
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1.1 Introduction:

In practice, even the best project managers can find it difficult to plan major
projects without missing important activities, and without failing to spot all
significant risks and issues. What's more, once you're immersed in the detail of
project planning, it's hard to keep the site of the big picture: What are you trying
to achieve and why? What are the risks and assumptions? And how can you tell
whether the project is a success once it's implemented?

The Logical Framework Approach (LFA) is a useful technique that can help in
these things, thereby making your projects more robust and coherent, more
successful.’

The Logical Framework Approach (LFA) has evolved as a methodology for
improving the systematic planning of development projects. Over time, it has
evolved from simply a framework for structuring project objectives to more
sophisticated, process-orientated approaches for involving stakeholders in
project design and management.

Using LFA for project or program design imposes our in assessing what is to be
achieved and the assumptions behind what interventions and activities will be
required. Many international donors require projects they fund to be designed
according to an LFA.

Various groups and facilitators have integrated an extensive range of
participatory planning methodologies and tools with the basic LFA.

The Logical Framework Approach (LFA) is an analytical, presentational and
management tool which can help planners and managers to:

Analyze the existing situation during project preparation.

Establish a logical hierarchy of tools by which objectives will be reached.
Identify some of the potential risks.

Establish how outputs and outcomes might best be monitored and
evaluated; and

Present a summary of the project in a standard format.

e Monitor and review Activities during implementation.”

1.2 Background:

The Logical Framework Approach (LFA) was developed in the late 1960’s to
assist the US Agency of International development to improve its project planning
and evaluation system. It was designed to address three basic concerns:

¢ Planning was too vague, without clearly defined objectives that could be
used to monitor and evaluate the success (or failure) of a project.
¢ Management responsibilities were unclear; and

' Mind tools, http://www.mindtools.com/pages/article/newPPM_86.htm
Za project cycle management and logical frame work toolkit, Freer Spreckley (United Kingdom).

9
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e Evaluation was often an adversarial process, because there was no
common agreement as to what the project was really trying to achieve.

The LFA has been adopted as a project planning and management tool by most
multilateral and bi-lateral development agencies. The EC? has required the use of
LFA as part of its project cycle management system (PCM) since 1993; it
provides a core set of tools with which to undertake assessments of project
quality.

Over time, different agencies have modified the formats, terminology and tools of
the LFA; however the basic analytical principles have remained the same.
Knowledge of the principles of LFA is therefore essential for all staff involved in
the design and delivery of EC development assistance.*

1.3 Research Objective:

The main aim of this research is to study how much the local non-governmental
organizations in Gaza are applying the concept and content of the logical
framework approach specifically in analyzing, planning and managing the
developmental projects.

To achieve this aim, it must overview these points that guide this research:

Defining the origin and development of LFA.
Define the characteristics and main elements of project design and
management with LFA as planning tool.

e Learn how to develop measurable progress indicators and how to collect
information to verify indicators.

e Learn how to update a log frame during the project lifecycle.

So the non governmental organizations can be able to:

Organize problem and stakeholders analysis in a participatory approach
Turn results of analysis into objectives

Identify a strategy to achieve objectives which take into account
Stakeholder capacity and resources

Identify necessary activities to achieve objectives

Take stock of external risks and assumptions which will influence the
project design and its implementation.

e Write and present a log frame for a project.

3 EC: The European Commission is the executive body of the European Union. The body is responsible for
proposing legislation, implementing decisions, upholding the Union's treaties and the general day-to-day
running of the Union.

4 Project cycle management guideline, European Commission (March 2004)

10
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1.4 Research Questions:

e The extent of knowledge of local non-governmental organizations of the
logical framework approach.

e The extent of awareness of non-governmental organizations of the logical
framework approach.

¢ The extent of application of the logical framework approach at projects life
cycle in local non-governmental organizations.

e The extent of contribution of applying logical framework approach in
making comprehensive plans those are feasible within acceptable levels
of risks.

1.5 Research Methodology:

Working on preparing this research requires adoption of a specific methodology
to ensure getting the desired results through:

¢ Telephone survey: by communicating with a group of institutions in the
Gaza Strip by calling the Executive Director of each institution and ask
him/her about his / her knowledge of LFA and whether they use it or not.
It's noteworthy to mention that the researchers got the contact list of these
institutions from the network of the organizations, and the list contains 61
foundations. The researchers are able to communicate with 80% of them
and get feedback of their views on the subject of research.

¢ Personal Interview: an interview has been conducted with the Executive
Director of the Union of Health Work Committees, Dr. Yousef Mousa,
items have been discussed with him about the possibility of applying the
LFA .and its impact in the development of staff performance and increase
organizational efficiency and facilitate communication with donor.

e Documents & Annual reports: The researchers also have studied the
documents & annual reports of the UHWC and have reviewed the
institution's web site.

1.6 Research Limitations:

Many limitations have faced the researchers such as:

e Lack of knowledge among some institutions of the logical framework
approach.
Lack of experiences of the logical framework approach.
Lack of expertise of the logical framework approach.
Lack of awareness of the importance of the logical framework approach in
analyzing, planning, managing projects.

o Difficulty in cooperation with some organizations.

11
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2.1 Introduction

The logical framework is the core reference document throughout the entire
project management cycle, because logical framework is

e Based on international standards, methods and terminology.

e Promotes collaboration and ownership.

e Produce objective-driven, client-centered design.

e Improves causal logic.

e Integrates projects with program and strategy.
So when it used during the activity design (including identification, preparation
and appraisal and approval) the purpose of the LFA is to produce and soundly

document an activity design for a proposed new development activity which
includes both

¢ An activity description, which clearly specifies what the proposed activity is
to do and how, and

¢ A systematic and soundly based activity rationale, which clearly states the
case for implementing the proposed activity from the perspective of both
the donor and other development partners who would participate in
implementation.

The activity description typically specifies
e The activity components and what is to be done in each component

¢ Roles and responsibilities of all the main participants in implementation,
and

e The proposed management and administrative arrangements for the
activity, particularly including the part to be played by each of the partners
to implementation.

The activity rationale
e Outlines the nature of the development situation, particularly the causes
and effects of the key development problems which the activity is
designed to improve

e Outlines the cause/effect logic of the proposed activity design, and the
expected results of implementing the activity, and

o Justifies the use of Australian and partner resources in terms of the
expected benefits of activity implementation (that is, those expected
results of implementation which are benefits relative to the policies and
priorities of both Australia and the development partners with whom we
work, particularly other partner governments).®

In this way the activity design makes explicit the means by which the desired
ends of the activity are to be attained. That is, it outlines the means-end
relationship between what the activity actually does and the attainment of its

5 Aus guideline activity design 3.3 the logical framework approach, AusAID (Australia, October 2005).

13



Using Logic framework approach For Analysis & Planning V.S Local non-Governmental institutional
Behavior and change

Jan, 2011

objectives, and between the attainment of the lower level objectives of the activity
and its higher level (or ultimate) objectives. (For example the relationship
between it's immediate, Purpose and its ultimate Goal).

We cannot simply sufficiency designing the activities in the logical framework, but
we must complete the designing process to produce the reference document
namely Logical Framework Matrix (LFM), which is standard analytical product of
the LFA, It consists of a matrix with four columns and a number of rows, which
summarize selected aspect of an activity design, namely

¢ What the activity will do, and what it will produce (Activity Description)

e The activity’'s hierarchy of objectives and planned results (also Activity
Description)

e The key assumptions that are being made (Assumptions), and

e How the activity's achievements will be measured, monitored and
evaluated (Indicators and Means of Verification).

2.2 The logical framework approach as a way of thinking:

The Logical Framework Approach is understood more as a set of ideas and way
of thinking. The value lies in working through a hierarchy of objectives, ensuring
that you consider appropriate indicators and take account of the risks and
assumptions. How you go about this process can be quite flexible and does not
necessarily need to be captured in a matrix. A respondent in an NGO which has
recently started to introduce the Logical Framework Approach reported that
people are signing up for training in the approach because they like the thinking
process — they see it as a ‘thinking tool’ but remain averse to the matrix. ‘The
Logical Framework Approach should be used to challenge ourselves
intellectually and help us think.

2.3 The logical framework methodology:

Logical framework methodology, is a practical and relatively straightforward
approach to planning, and could form part of an integrated system of project
planning. The other components in the integrated system normally consist of the
Work Breakdown Structure (WBS), the Linear Responsibility Matrix (LRM),

network analysis and the budget. Used together, this approach allows project
planners to keep the log frame uncluttered, while linking it with the other detailed
supporting statements. Stakeholder consultation is a useful starting point in
preparing the log frame. On the basis of frank and open discussions planners
and stakeholders could work together to build commitment and project ownership
among the target group that the project is designed to help. On this basis, it is
possible to achieve the best chances for project success at the implementation

® World Bank log frame handbook, team technologies, inc. of Middleburg, Virginia (Washington DC).

14
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and operational stages.

Development projects respond to problems, needs or business opportunities.
The process starts with an analysis of the development problem, based on
consultation with the stakeholders.’

2.4The logical framework approach use:

LFA can be used throughout management activities in:
¢ Identifying and assessing activity options.
e Preparing the activity design in a systematic and logical way.
e Appraising activity designs.
e Implementing approved Activities, and
e Monitoring, reviewing and evaluating activity progress and performance?®

Is ideally suited for the definition and design of soft projects; examples of soft
projects include:

e Strategic Planning.

e Corporate Restructuring.

e Business Improvement Projects.

¢ Quality Implementation Projects.

e Business Planning.

e Marketing Planning.

e Methodology and Cultural Change Projects.
e Commercialization Projects.

Such projects are termed soft because the deliverables of these projects are
typically abstract (i.e. cannot touch and feel the results).

Log frame can also be used on hard projects as these often do have a soft
perspective.

e Examples of hard projects include:

e Heavy Engineering Projects (e.g. Ship Building)
¢ Building Construction

¢ |Installation of Computer Hardware

¢ Road and Bridge Construction

¢ Office Relocation/New Branch Office

Such projects are termed hard because the deliverables of these projects are
typically Physical (i.e. can touch and feel the results).’

7 . .
eskills , www.eskills.net.ph

& Aus guideline activity design 3.3 the logical framework approach, AusAID (Australia, October 2005).

9Logical frame work (log frame) methodology, Herman H. Grant (Caribbean, February 2007).
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2.5 The logical framework approach elements

The elements of the log frame are defined as follows:

Intervention logic: the description of the project according to its hierarchy
of objectives — the strategy underlying the project

Vision: the desired state or ultimate condition that a project is working to
achieve and to which the project contributes

Goal: a desired impact of a project — ambitious yet realistic; direct benefits
to the conservation target; the project is held responsible for achieving its
stated goal(s).

Objective: a desired accomplishment or outcome of a project, such as the
reduction of a critical threat — the actual change in a problem targeted by
the project

Results: the tangible products or services delivered by the project

Strategic activity: A specific action or set of tasks to reach one or more
results or

objectives; activities can be added as a fifth row under results, but this is
no longer current practice among most donors, and activities do not need
indicators

Indicator: a measurable entity related to a specific information need, such
as the status of a target/factor, change in a threat, or progress toward an
objective; a good indicator meets the criteria of being measurable, precise,
consistent, and sensitive

Source of verification: data source for an indicator; it should specify the
data collection method(s), geographic scope and frequency, and the
responsibility for collecting the data

Assumption: external factor or fundamental condition under which the
project is expected to function, which is necessary for the project to
achieve its objectives, and over which the project has no direct control

2.6 The logical framework approach Stages

Drawing up a Log frame has two main stages, Analysis and Planning, which
are carried out progressively during the Identification and Formulation phases of
the project cycle:

There are four main elements of the Analysis Stage, namely:

Stakeholder Analysis, including preliminary institutional Capacity
Assessment, gender analysis and needs of other vulnerable groups such
as the Disabled (profile of the main ‘players’);

Problem Analysis (profile of the main problems including cause and
effect relationships);

Analysis of Objectives (image of an improved situation in the future).
Analysis of Strategies (comparison of different options to address a

10 Logical framework analysis, Meg Gawler (September 2005).

16
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given situation).

This analysis should be carried out as an iterative learning process, rather than
as a simple set of linear ‘steps’. For example, while stakeholder analysis must be
carried out early in the process, it must be reviewed and refined as new
questions are asked and new information comes to light.

In the Planning Stage the results of the analysis are transcribed into a practical,
operational plan ready to be implemented. In this stage:

e The log frame matrix is prepared, requiring further analysis and refinement
of ideas;
¢ Activities and resource requirements are defined and scheduled, and

e A budget is prepared.

This is again an iterative process, as it may be necessary to review and revise
the scope of project activities and expected results once the resource
implications and budget become clearer."

The Logical Framework Approach

PHASE BPRASE

¥ Stakeholder analysis - identifying + Developing Logical Framework
& characterising potential major matrix - defining project structure,

stakeholders; assessing their testin? its internal logic & risks,
capacity o formulating measurable indicators

of success
¥ Problem analysis - identifying

key problems, constraints & W+ Activity scheduling - dt'[t'l‘l'l’“lil'lIHP

the sequence and dependency o

U[J[:IUFI.IJI'Ii[II:'!._:. dE[é:erlirllr'lq Cause activities; estimating their
& effect relationships duration, and assigning

W Objective analysis - developing responsibility
solutions from the identified + Resource scheduling - from the
problems; identifying means to activity schedule, developing
end relationships input schedules and a budget

W Strategy analysis - identifying
different strategies to achleve
solutions; selecting most
appropriate strategy.

Figure 1, the logical framework approach phases 12

1 Project cycle management guideline, European Commission (March 2004)
12, .
ibid
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2.6.1 Logical Framework Analysis:

What is logical framework analysis?

Logical Framework Analysis or the Logical Framework Approach (LFA) is an
analytical process for structuring and systematizing the analysis of a project or
programme idea. It is useful to distinguish between LFA, which is a process
involving stakeholder analysis, problem analysis, objective setting and strategy
selection — and the logical framework matrix, often called the log frame, which
documents the product of the LFA process.

The process of logical framework analysis allows a project to:

¢ involve stakeholders in the problem analysis and design of the project

o systematically and logically set out the project or programme's objectives
and the means-end relationships between them

e establish what assumptions outside the scope of the project may influence
its success, and

e Set indicators to check whether the objectives have been achieved.™

Why logical framework analysis is important?

Logical framework analysis has been adopted as a project planning and
management tool by most government aid agencies (GAAs). A good
understanding of the principles of LFA is therefore essential when developing
projects for donor funding. Because log frames are used by a large number of
international NGOs and GAAs, they provide a common language when
discussing projects.

The logical framework approach provides a set of design tools that, when applied
creatively, can be used for planning, designing, implementing, monitoring, and
evaluating projects. Log frames give a structured, logical approach to setting
priorities, and determining the intended purpose and results of a project. Used
correctly, log frames can provide a sound mechanism for project development.
Logical Frameworks also lay the basis for activity scheduling, budgeting,
monitoring, and for evaluating the impact, effectiveness, efficiency, and
relevance of a project.

Since logical framework analysis begins with planning sessions with stakeholders
and partners, it is about people’s priorities. Furthermore, it allows information to
be analyzed and organized in a structured way, and thus functions as an aid to
thinking. Preparation of the log frame with the participation of all stakeholders
can help build a project where all involved share the same ideas on where the
project is going and why the activities are necessary. The resulting log frame
matrix provides a concise summary of the project that forms an essential part of
the conservation action plan and proposal for funding.

1 Logical framework analysis, Meg Gawler (September 2005).

18
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Log frames provide an easily accessible answer to the question: “Why are we
doing the things we are doing?” When used as a management took, it can also
help the project to remain focused during implementation.

LFA-based project assessment, when properly carried out, will:

o Foster reflection within the project implementing institution

e Generate early warnings before things go wrong and allow for corrective

decision.

e Improve project monitoring and reporting, and

o Facilitate and improve project evaluation, both internal and external.
As a tool, however, a log frame must not be considered as an end in itself — it is
only as good as the field experience and analytical abilities of the people creating
and using it™

When to use logical framework analysis?

The logical framework plays a role in each phase of the project cycle, from
planning to implementation to evaluation. It can be a master tool for creating
other tools, such as the project monitoring plan, the breakdown of
responsibilities, the implementation timetable, and the detailed budget. It can
become an instrument for managing each stage of the project, and as such, it
should be updated regularly.

LFA is used during the Define phase to help analyze the existing situation,
investigate the relevance of the project, and identify potential strategies. During
the Design stage it provides a framework for an appropriate project plan with
clear objectives, measurable results, and a strategy for risk management.

Then during implementation, the log frame provides a key management tool to
support work planning and budgeting. In the Analyze/Adapt phase it provides the
basis for monitoring, and the basis for performance and impact assessment.

il [ nacwors| Gt [sacumptions
Vision e |[# ]| it

Goal N B
Objectives et 11 10 || Venpomnon B emions
Results L;j-:;-ti% E ?'i;lgz:c:fm ,Ff-l_:-:ﬂl.d:;,'lt-};

_

Figure 2, sequence for the development of a logical framework matrix."®

1 Logical framework analysis, Meg Gawler (September 2005).

> The use and abuse of the logical framework approach, Oliver Bake well and Anne Garbutt (November
2005).
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¢ Analyzing the situation:

Prior to beginning work on activity design and the construction of a Log frame
matrix it is important to undertake a structured analysis of the existing situation.
LFA incorporates four main analytical elements to help guide this process

e Problem analysis

e Stakeholder analysis

e Objectives analysis, and

e Selection of a preferred implementation strategy.

Remember that effective development planning should be approached as an
iterative process, not as a linear set of prescribed steps. For example, while
stakeholder analysis is presented in these Guidelines as coming after problem
analysis, in practice, stakeholder analysis is ongoing throughout the design
process, and does not neatly fit in to any one step. These Guidelines should not
be seen as prescribing a formulaic approach to activity design.

The process of applying the analytical tools of LFA in a participatory manner is as
important as its products. This is particularly so in the context of development
activities where ownership of the idea by implementing partners is often critical to
the success of implementation and to the sustainability of benefits. Effective
coordination and cooperation (including teamwork) is critical

Ideally, the main analytical tools should be applied in a workshop setting with key
stakeholders, so that the initial LFA analysis and the initial findings are developed
truly jointly. However, it needs to be recognized that there will be a range of
design studies where consultations with counterparts may be extensive, but do
not extend to joint design analysis in a workshop setting.

In these circumstances, the design team may need to itself apply the main
principles and practices of the LFA to information and input provided by
counterparts and stakeholders. In these cases the emerging conclusions of the
team's analysis need to be iteratively checked against the knowledge and
understanding of our partners through successive consultations.

a. Problem analysis and the problem tree
Development activities are usually proposed as a response to addressing
development situations, and overcoming identified development problems in
those situations. Problem analysis involves identifying what the main
problems are and establishing the cause and effect relationships which result
in, and flow from, these problems.

The key purpose of this analysis is to try and ensure that ‘root causes’ are
identified and subsequently addressed in the activity design, not just the
symptoms of the problem(s). A clear and comprehensive problem analysis
provides a sound foundation on which to develop a set of relevant and

16 Logical framework analysis, Meg Gawler (September 2005).
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focused activity objectives, one main tool used in problem analysis is the
‘problem tree.

Important points to note about using the problem tree tool are

e There are two main approaches that can be used to help give focus to the
problem analysis, namely:

1. The ‘focal problem’ method, whereby development problems (or
constraints) are brainstormed by the group, a core or focal problem is
identified, and the cause and effect analysis then pivots around the focal
problem.

2. the ‘objectives oriented’ method, whereby a broad/high level development
objective is specified at the start of the analysis, and constraints to
achieving this objective are then brainstormed, analyzed and sorted in to a
cause and effect logic. Both approaches are equally valid, and which to
use is largely up to individual preference and circumstances.

e Ideally, problem analysis should be undertaken as a group learning
activity involving stakeholders who can contribute relevant technical and
local knowledge. A workshop environment (involving groups of up to 25
carefully selected participants) is an appropriate forum for developing
problem trees, analyzing the results, and then proposing solutions.

e As noted, however, some design teams will need to apply the LFA - and
its tools, including problem analysis - outside a workshop setting, based
on information and feedback provided by counterparts and stakeholders in
some other way.

e It may be appropriate to undertake a number of separate problem analysis
exercises with different stakeholder groups, to help determine different
perspectives and how priorities vary.

e The process is as important as the product. Where a workshop is
possible, the exercise should be presented as a learning experience for all
those involved, and as an opportunity for different views and interests to
be presented and discussed. However, one should not necessarily expect
full consensus among stakeholders on what the priority problems are or
what the causality of these problems is.

e It is important to recognize that - however produced - the product (the
problem tree diagram) should provide a simplified but nevertheless robust
version of reality. If it is too complicated, it is likely to be less useful in
providing direction to subsequent steps in the analysis."”

v Logical framework analysis, Meg Gawler (September 2005).
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Figure 3, Example of a problem tree. 18

e Preparatory steps

Before starting work on preparing a problem tree

Clarify the scope of the investigation or analysis. If you are participating in
an activity preparation mission, others (perhaps including other donors)
will have already identified (at least to some extent) the main development
situation they are concerned with, or opportunities they have seen.
Understanding this will help you focus and structure the direction of the
analysis. You will not want, or be able, to deal with a limitless range of
problems. This information should thus help you to identify either an
appropriate objective, or focal problem, to help give focus to the problem
tree analysis.

Inform yourself further. Collect and review existing background information
on the main issue(s) of concern and/or on the geographic area(s) you will
be working in. Are you clear what the main issues are, or are likely to be?

18 Project cycle management guideline, European Commission (March 2004)
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¢ Identify the relevant stakeholder group(s). Who needs to be involved to
ensure the workshop group (and/or design team) is well informed and can
help to analyze and discuss the main issues that the analysis will focus
on? For example, if you are looking at a health and sanitation problem
which may require a water supply as part of the solution, make sure that
you have available to join you a water supply engineer and an
environmental health officer (among others). Also, be sure to involve
community representatives that you believe would be willing and able to
contribute to this kind of exercise. A representative and technically
competent reference group is required to help effectively identify, analyze
and organize ideas. Participants need to be informed to be useful and
productive. They should know why they are doing the analysis, what the
process involves and what information they are expected to contribute.

e Conduct the analysis

A description of the main steps to follow in conducting a problem tree analysis
using the focal problem method is provided at Annex A to these Guidelines.
For a workshop situation, cards, marker pens, wall space for display and
some means of sticking and moving cards on the display area are essential to
undertaking this exercise successfully.

Once a workshop group is generally happy with the main elements of the
problem tree, move on to investigating and documenting possible solutions
through using stakeholder analysis, the objective tree, alternatives analysis
and finally the LFM itself. Remember that planning is an iterative process and
that elements of both problem analysis and stakeholder analysis will need to
be reglisited on an ongoing basis as new information and ideas come to
light."

b. Stakeholder analysis

Having identified the main problems and the cause and effect relationship
between them, it is then important to give further consideration to who these
problems actually impact on most, and what the roles and interests of
different stakeholders might be in addressing the problems and reaching
solutions.

On some occasions it may be advisable to undertake the stakeholder analysis
(or an initial stakeholder analysis) before embarking on the problem analysis.
For example, if it is likely that there are strong competing interests within or
between stakeholder groups that may influence their input into the analysis of
the development problem, then this should be known beforehand so that the
problem analysis can ensure such divergent views and interests are

* Project cycle management guideline, European Commission (March 2004)
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appropriately ‘captured’ and factored into the analysis.?

The main purposes of stakeholder analysis are to

¢ Understand the interests of different groups, and their capacities to
address identified problems, and

e Design activities that appropriately address institutional capacity,
distributional and social issues.

Stakeholder analysis is about asking the questions: “Whose problem” and, if
an activity is then designed: “Who will benefit?” Stakeholder analysis is thus
an essential element of both poverty and gender analysis. Stakeholder
analysis also helps to determine who needs to change the way they
operate/work in order to address problems and thus achieve desired
objectives.

The main steps in stakeholder analysis include

¢ Identifying the principal stakeholders (these can be at various levels, eg
local, regional, national)

e Investigating their roles, interests, relative power and capacity to
participate

¢ Identifying the extent of cooperation or conflict in the relationship between
stakeholders, and

e Interpreting the findings of the analysis and defining how this should be
incorporated into activity design.?'

When looking at who the stakeholders are, it is useful to distinguish between the
‘target group’ and the ‘final beneficiaries’. A summary of the terminology used in
these Guidelines is provided below.

e Stakeholders: Individuals or institutions that may — directly or indirectly,
positively or negatively — be affected by or affect an Activity.

o Beneficiaries: Are those who benefit in whatever way from the
implementation of the Activity. Distinction may be made between:

e Target group(s): The group/entity who will be directly positively affected
by the Activity at the Activity Outcome level. This may include the staff
from partner organizations;

¢ Final beneficiaries: Those who benefit from the Activity in the long term
at the level of the society or sector at large, e.g. “children” due to
increased spending on health and education, “consumers” due to
improved agricultural production and marketing.

e Partners: Those who implement the Activity in-country (who are also
stakeholders, and may be a ‘target group').?

“ibid
2 Aus guideline activity design 3.3 the logical framework approach, AusAID (Australia, October 2005).

z Mande, http://www.mande.co.uk/logframe.htm
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e Tools for conducting stakeholder analysis
There are a variety of tools that can be used to support stakeholder
analysis. Some suggested options are described below, namely:

o Stakeholder analysis matrix

Stakeholder and
basic characteristics

Interests and how
affected by
the problem(s)

Capacity and
motivation to bring
about change

Possible actions to
address stakeholder
interests

Fiching families:

20,000 families, low income
eamers, small seake family
higinessas, wpaniseal inh
infiermal conperatives, women
actively immlved in fish
processang and marksting

& Waintain and impeowe their
means of livelihood

= Poldlution is affecting volume
and quality of caich

= Family health is suffering.
particulany children and
muothers

& e imterest in pellution
contml measunes

# Limited political mluence
given weak orgasizational
structure

# Suppart capacity T organize
and lobiy

# |mplement industry pollution
comirel measues

* ldentitv'devesop sfemative
income souices bor women and
man

Imdustry X

Lange scale industrial operation,
poarky regulated and no-unions
influsntial lobby group, poor
ervirpnmental record

= Maimain/increase profits

* Some concem about publc
image

= Coneern about costs if
ervirenmental ragulations
enforced

# Hava financizl and technical
resourtes b employ new
cleaner technelogies

# Limited current mativation to
change

» Raise thewr awareness of social
and enyingnmental impact

» Mobilise political pressure b
influence industey Behavisur

= Strengthen and enforce
enviEnnmental laws

Hours fudds:
£ 150,000 houzeholde dischargs

waste and vwaste water inhy river,

alss soume some drinking watler
and eat fish from the nves

= fmare of indusirial pollution
and impact on water guality

& Franl o disposa of own waste
away fram the household

= Wanl aceass 1o clean waler

® Limited wnderstanding of the
health impact of their cwn
waste' wasie water disposal

= Pofential to lobby government
bodies mare efectily

= Appear willing to pay for
improved waste management
SEMVICES

® Raizz awamensss of househokds
a5 b implications of their pwn
waste dsposal prachices

= Wiork with communities and
lneal poesmment on
AESSINg wakes and
sanitation issues

Environmental protecten
agency:
Ete

glc

el

-] o

Figure 4, Example of Stakeholder analysis matrix®

e SWOT analysis:

SWOT is undertaken in three main stages, namely:

+ Ideas are generated about the internal strengths and weaknesses of a
group or organization, and the external opportunities and threats

» The situation

is analyzed by

looking for ways

in which the

Group/organization’s strengths can be built on to overcome identified
weaknesses, and opportunities can be taken to minimize threats
A strategy for making improvements is formulated (and then subsequently

developed using a number of additional analytical planning tools).?*

23Project cycle management guideline, European Commission (March 2004)

* ibid
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Strengths

Weaknesses

* Grassroots based and quite broad membership

* Focused on the speclfic concerns of a relatively
homogenous group

+ Men and women both represented

s Provide a basic small scale credit facility

+ Limited lobbying capacity and environmental
management skills

= Lack of formal constitutions and wundear legal
status

= Wikl linkages with other organizations

= [mbermal disagreements on lmiting fishing effort in
response o declining fish stocks

Opportunities

Threats

+ Growing public/political concern over health
impacts of uncontrolled waste disposal

o Mew povernment legislation in preparation on
Environmental Protection — largely focused on
making polluters pay

* The river is potentially rich In resources for local

consumption and sale

« New markets for fish and fish products developing
a5 A result oF improved transport infrastoucture 1o
nearty popnilation centers

= Poditical Influence of industrial lobby groups who
are opposed o dghter environmental protection
laws (namely waste disposal)

= Mew environmental protection legislation may
Impact on access to traditional fishing grounds
and the fishing methods that can be emploved

Figure 5, Example of SWOT analysis %

¢ Venn diagrams:

+ Venn Diagrams are created to analyze and illustrate the nature of
relationships between key stakeholder groups.
« The size of the circle used can help indicate the relative power/influence

of each group/organization

The spatial separation is used to indicate the relative strength or weakness of
the working relationship/interaction between different groups/organizations.

% Project cycle management guideline, European Commission (March 2004
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]
Venn diagram of stakeholder
relationships from perspective
of fishing families
Local Covernment — Fisherles
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Fisfrerkes Depontment frar iretle mfuemoe.

Figure 6, Example of Venn diagrams %

e Spider diagrams:

Spider diagrams can be used to help analyze and provide a visual summary
of institutional capacity. The collection of relevant information can be
undertaken using a variety of tools, including inspection of administrative
record and management reports, interviews with staff and clients, and
observation of operations/activities ‘on the ground'.

An example of an analysis of the Environmental Protection Agency is shown
in Figure 7 below. This indicates that:

» The agency has relatively strong technical and financial management
skills/capacity, and that its policy and planning systems are also fairly robust
* However, the agency has some critical shortcomings in terms of
transparency and accountability, its relationship with other agencies and
with its clients.27

26 ibid
27 Project cycle management guideline, European Commission (March 2004)
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Spider diagram of organisational capacity — Environment Agency

Technical skills Finarcial maragement

Ceonl Pericanel management,
FoeEanE - Training and staff
trans maotivation
pafenly
and
aododimabdiny
Learning ared Client foeus
evaluation
meChanisms

Ry
0 = Undesirabla: dramatic
Imprresment neederd

1 = Poor skeailon: sgnificant room

Links wikh far imgroeement
ather relevant Polry and pannng. | 5 _ yeringe: some scom foe
orgariatians TyElems improsssnL

4= Highly aflective

Figure 7, Example of Spider diagrams28

c. Analysis of objectives

Objective trees should be prepared after the problem tree has been
completed and an initial stakeholder analysis has been undertaken.

In its simplest form, the objective tree uses exactly the same structure as the
problem tree, but with the problem statements (negatives) turned into
objective statements (positives). However, the results of the stakeholder
analysis may have helped to give better focus to priority problems and not all
of the original problem statements may therefore need to be translated into
objective statements.

While the problem tree shows the cause and effect relationship between
problems, the objective tree shows the means - end relationship between
objectives (i.e. the means by which desired ends — or results — will be
achieved). This leads directly into developing the activity’'s narrative
description in the LFM.

Once the negative statements from the problem tree have been re-worded to
positive statements, you should then check

o Are the statements clear and unambiguous?

% ibid
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Are the links between each statement logical and reasonable? (Will
the achievement of one help support the attainment of another that is
above it in the hierarchy?)

Is there a need to add any other positive actions and/or statements?
More detail may be required.

Are the positive actions at one level sufficient to lead to the result
above?

Do the risks to achieving the objectives and also having sustainable
outcomes appear to be manageable?

Is the overall structure simple and clear? Simplify if possible or
necessary.

Once these main points have been checked, the proposed objective tree
structure can be circulated for further comment and feedback®

Ends

Main Objective

Means

Objective tree - river poliution

Condh il mcoimes of

|WE lumibes i
: =i = Ircideren ol water
bzme dusdaen e
I n
Thaet 10 The feenne lf:_m“bb m
= recuced, ans
Fish sinchs are pricrauned pa ::-I-ﬂ nd
Fresi wals qual®y &
mprovad
Fa. of epussehipboh wed Wariswae!
T'::l:l':ﬂ‘r: ﬁ“ factoiinn dscharging it -
thes rhenr Eﬂm weailwater dirsctly intn Sk rr-nmul
[EER R T

tandinds
D

— I —

Falusr aie Bopalatian e Hem bagal 1egulntion: P S
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T of wante: denmping. o rﬂ:m;'\:l ity
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effecting i moie L r—'——|
rmEpomia o llb::.ld progeans. epabiihead o i gen o T
rll\gl:lmm & higher polticat mreased within Losal Govrmrment
S zaptal stabbihed, indsteg o
W LT ey mechanians

Figure 8, Example of a objective tree®

d. Analysis of alternative strategies

During the process of analyzing the problems, stakeholder issues and developing
a draft objective tree, views on the potential merits or difficulties and risks
associated with different possible interventions should have been developed and
discussed. These options then need to be further scrutinized to help firm up the
likely scope of the activity before more detailed design takes place.

% Aus. guideline activity design 3.3 the logical framework approach, AusAlID (Australia, October 2005).

30 Project cycle management guideline, European Commission (March 2004)
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The type of questions that might need to be asked (and answered) could include

e Should all of the identified problems and/or objectives be tackled, or a
selected few?

¢ What is the combination of interventions that are most likely to bring about
the desired results and promote sustainability of benefits?

e What is the likely capital and recurrent cost implications of different
possible interventions and what can be realistically afforded?

e Which strategy will best support participation by both women and men?

e Which strategy will most effectively support institutional strengthening
objectives? and

¢ How can negative environmental impacts be best mitigated?

To assess alternative interventions in a workshop setting, it is useful to identify
and agree on a number of assessment criteria against which alternative
interventions can be ranked or scored. Criteria that may be used to help make a
broad assessment of different intervention options could include the expected

Benefits to target groups — level of benefits, equity and participation
Sustainability of the benefits

Ability to repair and maintain assets post-activity

Total cost and recurrent cost implications

Financial and economic viability

Technical feasibility

Contribution to institutional strengthening and management capacity
building

Environmental impact, and

e Compatibility of activity with sector or program priorities.

An activity design should demonstrate that the main alternative options have
been assessed and considered. There is always more than one way to solve a
development problem. The aim is to find the best way.

However, it is important to emphasize again that activity planning is not a linear
process. One does not move mechanistically from one step to the next, always in
a forward direction, and Arrive automatically at the best solution. Planning is an
iterative and creative process, and selecting a design option often involves
significant leaps in thinking which cannot be neatly slotted into a ‘stage’ in the
planning process. *'

3 Aus guideline activity design 3.3 the logical framework approach, AusAID (Australia, October 2005).
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e Link to the Log frame matrix

!
| . . Ends
i . | Logframe Vertical Logic
To improve the level of police performance and | L
increase community sa_t_l_sfac_tlon with the service —- Goalllmpact
provided by the Fiji Police Force (FPF) |
| i
|
To upgrade professional
skills throughout the FPF | »> Purpose/Outeom
I
|
I
l
1
I
To increase the To establish an effective To establish a sustainable :
quantity and quality of institutional capacity to capacity to develop and Iﬁ‘ Component
training delivered to support the training manage the provision of ! objectives/iintermediate
force members function within the FPF quality training : results
|
1
I
|
Targeted advanced Training strategy THA carried out. :
o ) |
training deliverad. developed. New courses designed. I
Program of detective FPF academy - 1
= i Annual training calendar
training established. restructured. produced. |~ OQutputs
A series of special Trai lect !
wenen E fpeaz r:mei Si;;:q; d Quality control systems :
courses delivers procedures established. established :
| Means
|
1

Figure 9 Example of a objective tree- link to Log frame objective hierarchy32

Figure 9 shows how the objective tree can be used to start framing the objectives
hierarchy in the first column of the Log frame matrix. Objectives at the top of the
tree should help frame goal and purpose statements, while further down the tree
component objective and output statements can be identified. However, it should
not be expected that the objective tree can be transposed directly, without further
adjustment, into the hierarchy of the activity description in the matrix. Further
adjustment and refinement of statements is usually required and checking of the
‘means-ends’ logic should be ongoing as the matrix is developed.®

2.6.2 Logical Framework Planning:

The Logical Framework Approach elegantly weaves together top-down and
bottom-up approaches to project management. It brings together the classical,
top-down, "waterfall approach” for identifying the activities in a project, with a
rigorous bottom-up checking process to make sure that these activity lists are
comprehensive. It then reinforces this with a rigorous risks and assumptions
analysis, which is again thoroughly checked. And it concludes by identifying the

32 Project cycle management guideline, European Commission (March 2004)
3 Aus guideline activity design 3.3 the logical framework approach, AusAID (Australia, October 2005).
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controls needed to monitor and manage the project through to successful
conclusion.

It does this within the framework of the Log frame Matrix, This cross-references
seven key areas of the project to ensure that the key questions are asked:

e Goal - what results do we expect?
Purpose - why are we doing this?
Outputs - what are the deliverables?
Activities - what will we do to deliver the outputs?
Indicators of Achievement - how will we know we've been successful?
Means of Verification - how will we check our reported results?
Risks and Assumptions - what assumptions underlie the structure of our
project and what is the risk they will not prevail? **

The answers to these questions are put into a Logical Framework Matrix (Log
frame) and become the output of the Logical Framework Analysis exercise. The
Log frame is a four by four matrix, shown below:

Log frame Matrix

Project Summary Indicators of Means of Important Risks
Achievement Verification and Assumptions
Goal
Purpose:
Outputs:
Activities:

Figure 10: Example of the Log frame Matrix %

The process has significant value for any size of project. It helps identify the big
picture and allows you to see how other items cascade down from it. As well, it
helps flesh out the core assumptions that are used in the project development
process.

3 Mindtools, http://www.mindtools.com/pages/article/newPPM_86.htm
35 .
ibid
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Project Description

Indicators

Source of
Verification

Assumptions

Overall objective:

The broad development impact
to which the project
contributes— at a national or
sectoral level (provides the link to
the policy and/or sector
programme context)

Measures the extent to which a
contribution to the overall objective
has been made. Used during
evaluation. However, it is often not
appropriate for the project itself to
try and collect this information.

Sources of information
and methods used to
collect and report it
(including who and
when/how frequently).

Purpose:

The development outcome at
the end of the project — more
specifically the expected benefits
to the target group(s)

Helps answer the question
‘How will we know if the purpose has
been achieved’? Should include
appropriate details of quantity,
quality and time.

Sources of information
and methods used to
collect and report it
(including who and
when/how frequently)

Assumptions (factors
outside project
management’s control)
that may impact on the
purpose-objective
linkage

Results:

The direct/tangible results (good
and services) that the project
delivers, and which are largely
under project management'’s
control

Helps answer the question
‘How will we know if the results
have been delivered’? Should
include appropriate details of

quantity, quality and time.

Sources of information
and methods used to
collect and report it
(including who and
when/how frequently)

Assumptions (factors
outside project
management’s control)
that may impact on the
result-purpose linkage

Activities:

The tasks (work programme)
that need to be carried out to
deliver the planned results

(optional within the matrix itself)

(sometimes a summary of
resources/means is
provided in this box)

(sometimes a
summary of
costs/budget is
provided in this box)

Assumptions (factors
outside project
management’s control)
that may impact on the

activity-result linkage

Figure 11: Information contained in the Log frame Matrix *°

¢ Sequence of completion

The preparation of a Log frame matrix is an iterative process, not a just a linear
set of steps. As new parts of the matrix are drafted, information previously
assembled needs to be reviewed and, if required, revised. Nevertheless, there is
a general sequence to completing the matrix, which starts with the project
description (top down), then the assumptions (bottom-up), followed by the
indicators and then sources of verification (working across).*”

Project Description

Indicators

Sources of verification

Assumptions

(optional inclusion
in the matrix)

Overall objective () (8] (9]

e @ ) @ e
s @ ® ® o
Activities (4 ) Mot included Not included

(optianal inclusion
in the matrix)

Figure 12: Log frame Matrix-General Sequence of Completion %8

36 Project cycle management guideline, European Commission (March 2004).

* ibid
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¢ First Column: Intervention Logic:
If-then causality

The first column of the Log frame matrix summarizes the ‘means-end’ logic of the
proposed project (also known as the ‘intervention logic’).

When trf1e objective hierarchy is read from the bottom up, it can be expressed in
terms of:

IF adequate inputs/resources are provided, THEN activities can be undertaken
IF the activities are undertaken, THEN results can be produced

IF results are produced, THEN the purpose will be achieved

IF the purpose is achieved, THEN this should contribute towards the overall
objective.

If reversed, we can say that:

IF we wish to contribute to the overall objective, THEN we must achieve the
purpose

IF we wish to achieve the purpose, THEN we must deliver the specified results
IF we wish to deliver the results, THEN the specified activities must be

implemented
IF we wish to implement the specified activities, THEN we must apply identified
inputs/resources.

«+» Second and third columns:

Indicators and Source of Verification

Once the project description and assumptions have been drafted (columns 1 and
4 of the matrix), the next task is to identify indicators that might be used to
measure and report on the achievement of objectives (column 2) and the sources
of that sources information (column 3). Because one reads across the matrix
when analyzing indicators and means of verification, this is referred to as the
‘horizontal logic’.

Indicators:

Objectively Verifiable Indicators describe the project’s objectives in operationally
measurable terms (quantity, quality, time — or QQT). Specifying OVIs helps to
check the feasibility of objectives and helps form the basis of the project’s
monitoring and evaluation system. They are formulated in response to the
question “How would we know whether or not what has been planned is actually
happening or happened? How do we verify success?” OVIs should be
measurable in a consistent way and at an acceptable cost.

A good OVI should also be SMART:

¢ Specific to the objective it is supposed to measure.
e Measurable (either quantitatively or qualitatively).

* ibid
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e Available at an acceptable cost.

¢ Relevant to the information needs of managers.

¢ Time-bound — so we know when we can expect the objective/target to be
achieved.

In addition, Indicators should be independent of each other, each one relating to
only one objective in the intervention Logic, i.e. to either the Overall Objective,
the project purpose or to one result. For example, indicators at the level of a
Result should not be a summary of what has been stated at the Activity level, but
should describe the measurable consequence of activity implementation. It is
often necessary to establish more than one indicator for each objective
statement. For example one indicator may provide good quantitative
information, which needs to be complemented by another indicator focused on
qualitative matters (such as the opinions of target groups). At the same time, the
trap of including too many indicators should be avoided. The guiding principle
should be to collect the minimum amount of information required to help project
managers and evaluators determine whether objectives are being/have been
achieved.®

e Fourth Column: Assumptions:

Assumptions are external factors that have the potential to influence (or even
determine) the success of a project, but lie outside the direct control of project
managers. They are the answer to the question: “What external factors may
impact on project implementation and the long-term sustainability of benefits, but
are outside project management’s control?

The assumptions are part of the vertical logic in the log frame. This works as
follows:
e Once the Activities have been carried out, and if the Assumptions at this
level hold true, results will be achieved.
e Once these Results and the Assumptions at this level are fulfilled, the
Project Purpose will be achieved.
e Once the Purpose has been achieved and the Assumptions at this level
are fulfilled, contribution to the achievement of the Overall Objectives will
have been made by the project.*

e This relationship is illustrated in Figure 14.

39 Project cycle management guideline, European Commission (March 2004).
40 ;.
Ibid
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Figure 14: Relationship between assumptions and objective hierarchy. 4
+ Implementation, resource and cost schedules

Once the Log frame matrix is considered sound, the structure can then be used
as a framework for preparing implementation, resource and cost schedules.
These schedules should be clearly and logically linked to Log frame components
and outputs through the use of appropriate reference numbers.

Activities leading to outputs can (as appropriate) be specified in more detail and
scheduled on a Gantt chart format (implementation schedule). The inputs
required for each set of activities and/or outputs can then be specified and also
scheduled over time. Finally, the cost of inputs can be determined and an activity
budget estimate and cash flow calculated. *?

27 The logical framework approach
Strengths & Weaknesses:

« LFA Strengths:

e During initial stages can be used to test project ideas and concepts for
relevance and usefulness.

e When designing log frames help to make comprehensive plans that are
feasible within acceptable levels of risks.

e Log frames can form the basis of ‘contracts’ with explicit statements of
what will be delivered.

e During implementation the log frame serves as the main reference for
drawing up detailed work plans, terms of reference, budgets, etc.

*! Ibid
2 Aus guideline activity design 3.3 the logical framework approach, AusAlID (Australia, October 2005).
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e Log frame provides indicators against which the project progress and
achievements can be assessed.

<+ LFA Weaknesses

4

LFA has become widely accepted as a useful and necessary tool for project
planning. However, it does have weaknesses, including:

focusing too much on problems rather than opportunities and vision;
being used too rigidly, leading people into a ‘blueprint’ approach to
project design;

limited attention to problems of uncertainty where a learning or
adaptive approach to project design and management is required; and
A tendency for poorly-thought-through sets of activities and objectives
to be entered into a PPM table, giving the appearance of a logical

framework when in fact the key elements of the analytical process
have been skipped.

It is more difficult to use the LFA to review and/or restructure ongoing
activities which were not designed using LFA principles and
practices.*®

3 portals http://portals.wi.wur.nl/ppme/content.php
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3.1 The results of telephone calls survey:
Telephone calls and field visits have been made with a number of executive mangers of
local non-governmental institutions to see the degree of awareness in these institutions

in Gaza strip to the logical framework approach, and to what degree the institutions are
using the approach.

The following table shows the results of calls and field visits:

Organization Name Executive Director | Telephone Range of Using LFA
NO. No.
Always | Sometimes Rarely | Never
1 Palestinian Medical Mr. Abd Elhadi Abu 08-2827837 \
) Relief society Khousa
2 Union Of Health Care Dr. Raed Sabah 08-2841406 No Respond
) Committees
3 Union of Agriculture Mr. Mohamed EI 08-2879959 \/
) work committees Bakri
4 Union Of Health work Dr. Yousef Mousa 08-2824272 S
) Committees
National Society for Mr. Kamal Abu 08-2861266 \/
5. rehabilitation of Kamar
Disabled
Arabic Center For Mr. Mohsen Abu 08-2828106 No Respond
6. Agriculture Ramadan
Development
Gaza Center For Small Mr. Yehya Edrees 08-2834677 \/
7. | Projects Development "
Bassma"
8 Gaza Community Dr. Eyad El Saraj 08-2824073 \
" | Mental Health Program
9 Atfaluna Society for Mr. Mohamed EI 08-2865468 \
) Deaf children Sherif
10 Palestine Red Crescent | Mr. Younis El Jaro 08-2864750 \/
) society
1 Central Blood Bank Dr. Zead Shaat 08-2864597 \/
’ Association
12 Palestinian Agriculture | Mr. Abdel Elkareem | 08-2805041 v
) Relief Committees Ashour
13 Al Dameer For Human Mr. Khaleel Abu 08-2826660 \/
’ Rights Shamala
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14 Palestinian Hydrology Mr. Reyad Jnena 08-2866868
’ Group
15 Foundation of culture | Mrs. Maryam Zakout | 08-2066030 No Respond
) and free thought
16 Democracy & Workers | Mr. Karem Nashwan | 08-2853011 No Respond
’ Right Center
Centre for Education Dr. Abdel Rahman 08-2551224 \/
17. and Culture- El Jamal
2Al_Nosirat
18 Maan Development Mr. Fady El Hindi 08-2837033 v
’ Center
19. | Women's Affair Center Mrs. Naela Aaesh 08-2877311
Palestinian Farmers Mr. Ashour El 08-2067935 No Respond
20. Association- Khan Laham
Younis
21 Educational Guidance Mr. Husam 08-0480790
) Center Hamouna
The Palestinian Mrs. Shadya Shahin | 08-2857996 \
22. Working woman
Society Center
23 Taghreed Association Mr. Mohamed Ali 08-2450924 No Respond
) for Culture and Arts Naser
24 Al- Nagda Association Mr. Nabil Attallah 08-2862559
) For Women
25 Al_Wafa Charitable Mr. Tayseer El 08-2801188 v
) Society Beltagy
26 Maghazi Cultural Mr. Abdel Raouf El 08-2553715 No Respond
) Center Talaa
27 Jabalya Association for Mr. Hussein Abu 08-2481807 v
) Rehabilitation Mansur
Educational Guidance Mr. Husam 08-0480790
28.
Center Hamouna
Hadaf Center for Dr. Yousef Safi 08-2820216
29. :
Human Rights
Caramel Society for Mr. Ayman EIl Hour 08-2551022 No Respond
30. | Culture and Community
Development
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Palestinian Association Mrs. Manal Awad 08-2866355
31. for Development and
Reconstruction PADR
El Wedad Society for | Mr. Mahmud Khalifa | 08-2825513
32. Community
Rehabilitation
33 The Society of Wemen | Mrs. Hayfa Shaber 08-2875918
) Graduates
Center for Labor Mr. Nabil Attallah 08-2888134
34. :
Studies
35 Gaza Group for Culture Mr. Ghazi Sabah 08-2830014 S
) and Development
Basma Foundation for | Mr. Nahed Hanouna | 08-2824908
36.
Culture and Arts
37 El Fokhary Association | Mr. Nael El Ammour | 08-2069065 Y
" | for Rural Development
El Shabab Mr. Emad Asfour 08-2082165
38. Development
Association
El Attaa Charity Mrs. Ibtisam El 08-2482130 v
39. e ;
Association Zanin
40 Cultural Society for the Mr. Abdel El 08-2475210
" | Protection of Heritage Rahman El Saleebi

Table 1: Relationship between assumptions and objective hierarchy

The results of telephone calls that had been conducted to 40 local non-governmental
institutions are the following:

e 37.5% of local non-governmental institutions Always use the LFA and in
all project cycle life.

e 10% of local non-governmental institutions sometimes use the LFA.

e 15% of local non-governmental institutions rarely use the LFA because
they are implementing institutions.

e 17.5% of local non-governmental institutions never use the LFA.
e 20% of local non-governmental institutions had No Respond.
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Diagram shows the results of telephone calls to 40
local non-governmental institutions

Figure 15: Diagram shows the ratios the extent of using LFA at local non-governmental institutions/
Gaza strip

3.2 Case study:

< About UHWC:

The Union of Health Work Committees (UHWC) is a Palestinians Non-
governmental organization established in 1985 in Gaza to provide holistic health
care services to the population in Palestine. Through its focus on marginalized
sectors of society, the UHWC is committed to raising the level of primary and
secondary health care services within the community through its four primary
health care centers and one hospital (Al-Awda) and concentrate its efforts to
ensure that individuals and families have equal financial and geographical
access to quality health care.

UHWC employed 357 professional, administrative, support and others who
provide comprehensive health services to more than 380,000 Palestine people
who attend our medical instillations which are distributed all over Gaza strip and
also seek to Help Palestinians to achieve their full potential in human
development terms under the turmoil and difficult circumstances in which they
live to participate in future of their community and play roles in sustainable
development.
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% UHWC Mission Statement:
"Health for all deprived and marginalized peoples”

UHWC is a nongovernmental grass rooted organization that provides
comprehensive health services through a developmental community and social
framework to all sectors of the Palestinian people especially the marginalized
ones (women and children). The UHWC also contributes in related public and
sectarian policies to achieve a comprehensive health system based on the
international human rights constitutions. The UHWC provides its services through
its primary and secondary health care centers in Gaza Strip.

% UHWC Vision:

e Provides holistic health care services.

o focus on marginalized sectors of society,

e Committed to raising the level and quality of primary & secondary health
care services.

e Ensure that all individuals and families have equal access to quality health
care.

o fostering community participation, self-reliance, and a sense of social
justice,

e Actively promotes the personal and collective maturity necessary to build
a civil society, based on freedom and independence, in Palestine.

% The Goals of UHWC:
- Overall Goal:

e To contribute in improving the health status of the Palestinian
individuals and groups and to decrease morbidity and mortality rates
aiming to actualize the concept "Comprehensive Health Development
Approach".*

- Specific objectives:

e To contribute in achieving a comprehensive health system that meets
the health needs of the Palestinian society.

e Providing quality primary and secondary health services to the
Palestinian people especially the needy sectors (Women and
Children).

¢ Reinforcing the concept "Comprehensive Health" as an integral part of
the educational and developmental process based on the participation
of individuals and groups in identifying and fulfilling the variety of
needs.

¢ Affecting the related public and sectarian policies towards achieving
a comprehensive health system.

e Working towards reinforcing the role of civil society organizations
especially health institutions.

* Union of health work committees, www.UHWC.org
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e Working towards developing the skills of health personnel on both
administrative and professional levels.

e Promote the concept and the role of good governance for the
rehabilitation of effective leadership in Palestine.

e Promoting volunteerism, entrepreneurship and tender.

e Work to expand and strengthen relations with Arab and international
institutions.

e Benefit from the UHWC services an average of three hundred
thousand beneficiaries annually (direct beneficiaries).

¢+ Health services provided by the UHWC:
UHWC provides health and community services, through various programs
and projects as follows:
e Primary health care program:
e Community Services Program:
e Secondary Health Services Program

This case study aims to explain the impact of using the Logical framework
approach for analyzing & planning projects of the Union of Health Work
Committees, and note the extent of change the manner and performance of the
institution to reach better results suit with the policy of working with donors,
therefore an interview was conducted with the Executive Director of the Union of
Health Work Committees. Dr. Yousef Mousa.*

3.2.1 The case study's questions:

e Does the UHWC organization use the Logical Frame Work Approach
in Analyzing and planning their projects?

e To what depth is the organization using the logic Framework
Approach?(In specific stage in the project or in all project cycle life)

o Does the organization notice the change (positive or negative) after
using this approach?

e To what extent does the use of the Logical Frame Work Approach
contribute in reaching the integrated project plan with an acceptable
level of risk?

we conclude that the organization is one of the first users of logical framework
approach in Gaza, it has been using the approach since 5 years in analyzing,
planning and implementing of its projects, they begin with of analysis phase
(analysis of the status, need assessment, Problem analysis, objective analysis,
stakeholders analysis , strategy analysis and the end of the assessment results
of the project),then planning phase ( developing logical framework matrix, activity
scheduling, Recourses scheduling), implementation phase, ending with
evaluation & auditing the project.

* ibid
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Then Dr. Mousa has said that LFA has “Multi If Approach” which means:

When the objective hierarchy is read from the bottom up, it can be expressed in
terms of:

IF adequate inputs/resources are provided, THEN activities can be undertaken
IF the activities are undertaken, THEN results can be produced

IF results are produced, THEN the purpose will be achieved

IF the purpose is achieved, THEN this should contribute towards the overall
objective

If reversed, we can say that:

IF we wish to contribute to the overall objective, THEN we must achieve the
purpose

IF we wish to achieve the purpose, THEN we must deliver the specified results
IF we wish to deliver the results, THEN the specified activities must be
implemented; and

IF we wish to implement the specified activities, THEN we must apply identified
inputs/resources. “°

Also Dr. Yousef Mousa added that it's a professional way of planning and
managing projects that depends on adding the correct information based on
needs assessment and analysis conducted before the Planning phase.

Then he confirmed that the approach is easy to apply especially when the
institution is the implementing agency where facilitates communication between
the donor and the implementing agency to accelerate the implementation of the
action plan for the project.

Then he continued that the logical framework approach is considered as a
reference during the implementation of the action plan This is to see how closely
the implementation phase to the planning phase by using indicators and source
of verification.

After that Dr. Mousa emphasized that the approach provides us lessons from the
project. For example, this part of the project is excellent, other part achieved
partial success and another failed miserably.

He has commented on the assumptions and risks that give us a picture of the
external environment of the project and enhance the transparency between the
donor and the implementing institution

This takes into account the probability of the occurrence of any emergency
situation that may delay any activity; therefore, it disclaims responsibility in the
event of delay in any activity.

Dr. Yousef Mousa has ended talking about the sequence of completion which the
logical framework approach is depending on.

6 Project cycle management guideline, European Commission (March 2004).
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3.2.2 Opportunities and Challenges:

Appling the logical framework methodology in the Union of Health Work
Committees organization was a quantum leap. The results are not guaranteed,
especially when faced with the employees in the organization, this is what
Dr. Mousa has said. He talked about some of the obstacles he faced at the
beginning of working on this methodology which is new in the labor market in the
Gaza strip in terms of accepting of the methodology and to changing the style of
work applied for several years’ precedent, including the change of policies and
regulations of the institution. It is difficult for a lot of managers to convince the
workers of this methodology. The institution which required increasing in financial
and human resources and re-arrangement of the administrative structure, In
contrast, the conviction of the Executive Director of the institution, Dr. Yousef
Mousa has clarified the effectiveness and the importance of this methodology,
Particularly in facilitating communication with donors and it has urged him to
work hard to learn this methodology to be able to raise the level of awareness
within the institution methodology, and then the rehabilitation staff to work with
this methodology and its application in various projects.

3.3.3 Case Study Conclusion:
Through the individual interview conducted with Dr. Yousef Mousa and some of
the workers in the association, and reviewing the documentation of the
association “annual reports, and previous implemented projects in the
association", the researchers has concluded to:
e Logical Frame work Approach provides integrated and comprehensive
vision for the project requirement.
e Logical Frame work Approach provides comprehensive vision for the staff
in the association.
¢ Logical Frame work Approach gives the expected results from the project.
e Logical Frame worke Approach provides the organization with the
benefited lessons.
e Logical Frame work Approach provides documents which show the
degree of project success or failure in each phases, and its reasons
e Logical Frame work Approach enhances the credibility and transparency
between the association and the donors examining the external and
internal environment, and to clarify the assumptions and risks that
surround or facing the project.
e Logical Frame work Approach creates specific administrative system and
formula between the team works in the association, also between the
other associations.
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CONCLUSION

This research has reviewed the degree of knowledge and awareness in the local
non-governmental institutions in Gaza strip of the logical framework approach,
and to what degree these institutions are using this approach. To what extent
using the logical framework approach contributed in reaching the integrated
projects plans with an acceptable level of risk.

The research consisted of two main parts:

1. The theoretical part:

This Research defined the origin and development of logical framework
approach; it referred the characteristics, importance, strengths and weaknesses
of it, and also reviewed many uses of logical framework approach in
management activities.

The research also explained the basic elements necessary to design a project; it
also explained that the methodology consists of two main phases which are
analysis phase and planning phase.

2. The practical part:

This chapter measured the extent of awareness and knowledge of local non-
governmental institutions in Gaza of the logical framework approach, therefore,
telephone calls had been conducted to 40 local non-governmental institutions
and according to these calls we concluded the following:

e 37.5% of local non-governmental institutions Always use the LFA and in
all project cycle life.

e 10% of local non-governmental institutions sometimes use the LFA.

e 15% of local non-governmental institutions rarely use the LFA because
they are implementing institutions.

e 17.5% of local non-governmental institutions never use the LFA.

e 20% of local non-governmental institutions had No Respond.

The Union of Health Work Committees institution (UHWC) was selected as a
case study because it's one of early users of this approach in analyzing and
planning all its projects, so we interviewed the executive director of the UHWC
Dr. Yousef Mousa to show the impact of using the approach on the work of the
institution, and according to that we concluded the following:

a. It's necessary for the key managers to use LFA as approach not as matrix,
because using it as an approach help managers to contribute in reaching
integrated projects plans with an acceptable level of risk.

b. Logical Frame work Approach provides integrated and comprehensive
vision of the project requirement.

c. Logical Frame work Approach measures results during implementing the
project.

d. Logical Frame work Approach provides the organization with the benefited
lessons learned after the end of each project.
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e. Logical Frame work Approach provides documents which show the
degree of project success or failure in each phases, and its reasons.

f. Logical Frame work Approach enhances the credibility and transparency
between the association and the donors examining the external and
internal environment, and to clarify the assumptions and risks that are
surrounding or facing the project.
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RECOMINDATION

This research has discussed bith the theoretical and practical parts of LFA and
the impact of applying this approach in the administrative system of the
institutions.

( Formatted: Not Highlight

a. The local non- governmental institutions should be aware of the
importance of using LFA as an approach not as tool like matrix by
providing training for NGQO's sector — key managers to contribute in
reaching integrated projects plans with an acceptable level of risk.

b. The need to change the methodology of work of employees in all local
non-governmental institutions in Gaza to the logical framework approach,
because it makes the work more fluently and sequential.

c. The need to draw attention to the executive directors in local non
governmental institutions that the work by logical framework approach
facilitates communication with the donors.

d. The need to highlight to the executive directors in local non governmental
institutions that the work by Logical Framework Approach enhances the
credibility and transparency between the institutions and the donors,
because the approach examines the external and internal environment
,and to clarify the assumptions and risks that may face the project.

e. The need to draw attention to the local non governmental institutions that
the Logical Framework Approach gives a clear vision of the requirements
and needs of the projects.

f. The need to draw attention to the executive directors in local non-
governmental institutions that the smoothness and depth in working by the
Logical Framework Approach especially in the analysis phase can help to
discover the real problems and thus they can identify the most important
and projects with high priority.
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