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PCM & LFA for KATOS

Logical Framework Analysis
a quality tool for

Project Cycle Management
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Please be informed that we 
will be recording this session.
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• The Purpose of this training is a raised confidence
of participants in attaining better quality projects.

• Results of this training will be: 
!Raised awareness of factors that affect the

quality of projects
!Raised understanding of tools that can

influence the quality of projects
!Better insight in assumptions that affect the

quality of projects

Objectives of the training
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Tentative PROGRAMME 
2 two-hour sessions online PCM - LFA Training

• 1st session:
• Aid triangle
• the Project Cycle and its phases
• Various basic concepts
• Initiation of 1st part of the LFA procedure

• 2nd session: 
• From problems to objectives
• 2nd part of the LFA procedure (Logical Framework 

Matrix) 
• Applications construction LogFrame Matrix 

(incl. Capacity building) 
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AID triangle
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Field
Project 
Cycle
Managers
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Instructions

Reporting

Interaction between Project Cycle Managers and Field
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IDENTIFICATION

Pre-feasibility 
study 
(relevance)

Strategy 
document / 
Indicative 
Programme

Verification 
of idea & ToR

(problem analysis)

Workshop
?

Instructions

Reporting
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Pre-feasibility 
study 
(relevance)

(draft) 
financing 
proposal

Assessment
& ToR Workshop

?

FORMULATION 

Instructions

Reporting
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FINANCING

(draft) 
financing 
proposal

Financing 
agreement / 
contract

Assessment
& Instruction

Financing 
proposal

Instructions

Reporting
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IMPLEMENTATION

Financing 
agreement / 
contract

End  of project 
report Assessment

& Instruction

Assessment
& Instruction

Monitoring 
reports

Financing 
proposal

Workshop
?

Instructions

Reporting
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EVALUATION

End  of project 
report

Evaluation 
report / 
LESSONS

Assessment
& Instruction

Pre-feasibility 
study 
(relevance)

Financing 
agreement / 
contract

Strategy 
document / 
Indicative 
Programme

Assessment
& ToR

Verification 
idea & ToR

(problem analysis)

Assessment
& Instruction

Assessment
& Instruction

Monitoring 
reports

Financing 
proposal

Workshop
?

Instructions

Reporting
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Lessons Learnt

• Projects fail to solve the initial problems
• Actually they often cause new problems
• Often the ownership is not clear
• Assumptions were wrong, ignored or even not known
• Budgets overspend
• Politically driven - short lifespan – trendy
• Hidden agenda’s
• PCM: … poor instructions (ToRs) … unclear procedures … 
• FIELD: … poorly designed and / or poor implementation …
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What are the steps of planning?

Most people start with the proposed activity, …

but … 

That is not often leading to success … 
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PLAN
(LogFrame)

IMPROVED  
SITUATION 

Ä“Brilliant idea”

“Planning”
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PLAN
(LogFrame)

IMPROVED  
SITUATION 

Ä“Brilliant idea”

Beware of 
Hidden agenda’s?

Who’s improved situation? 
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Why ‘the idea’ might be a flop?

19

• Too technical
• Who cares? 
• Not clear why …
• Why not another idea?
• Context not clear
• Too simplistic
• Does not relate to our strategy
• Hidden agendas ….
• Etc. 
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“POOR”
PRESENT 

SITUATION

PLAN
(LogFrame)

IMPROVED  
SITUATION 

ANALYSIS
Bias

Pitfalls in “better” planning
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are are
- Positive
- Wish, desire, 
- DREAMS / ILLUSIONS
- Solutions
- Easy …
- Who cares?

- Negative
- Pain, frustration, emotion 
- Owner
- Difficult, knowledge!
- See, verify!
= ANCHOR of PROJECT /
= RELEVANCE!

Differences between
‘ ’ and ‘ ’ 
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Examples of ‘ ’ and ‘ ’

: :
• A better judiciary syst.
• Strengthened org.
• Water system improved
• Project implemented
• Staff trained
• Etc. 

• High crime rate
• Corruption
• Crops lost
• Too low income
• Breakdowns
• Absenteeism
• Etc.
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PLANNING ACCORDING TO 
Logical Framework Analysis
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PLANNING ACCORDING TO 
Logical Framework Analysis

“POOR”
PRESENT 

SITUATION

PLAN
(LogFrame)

IMPROVED  
SITUATION 

ANALYSIS

functional relationships

SUPPLIERS Û RECIPIENTS

OBJECTIVES 
for

END-USERS!
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How to get information 
on the ?

• 1st from documents (ToR, reports, studies, proposal)
• Highlight problems identified with a yellow

textmarker

• 2nd from Stakeholders represented in a participatory
LFA workshop
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PROBLEMS identified from case

1. We make an inventory of the problems identified
• Check their quality 

2. Place on a board
3. And then try to see their interrelationship

(Cause – Effect)
• Start with a problem felt by society and 

‘fork’ down and up
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Subsidy

Enhanced 
production

Raised 
income

Competition
more efficient

Shortage of 
skilled
workers 

Workers
trained

The ‘Logic’ reasoning … up and down
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The Results Oriented reasoning

Raised 
performance

Adequate 
skills

Equipment 
available Training

Raw 
materials 
available

Market 
systems in 

place
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Built a tree by “Forking” down and up. 

“Forking” provides insight in other components 
(and other stakeholders) 

that are needed to achieve the higher objective. 
These can either be incorporated into the 
project design or if this is not possible be 

monitored as apparent RISKS. 

“FORKING”
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So … lets try an example …

What is the problem?
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e.g. Lack of Training

is that the real problem ?

= 
The most commonly mentioned problem.
Proposals are full with ‘Lack of Training’
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(Lack of) Training

So, lets find out which problem
will be solved by “training”?
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So, WHY DO WE NEED …

(Lack of)Training
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Poor performance

Lack of Training

This is real existing problem
which you can SEE and VERIFY

This is a “Lack of … solution” 
you can NOT yet SEE and VERIFY 
as it has not happened yet!

So … it is NOT A PROBLEM
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Poor performance

Lack of Training

WHY?
is there poor performance
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Poor performance

Lack of Training? ???

Apply ‘FORKING’ technique
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Poor performance

Lack of TrainingVagu
e 

instr
ucti

ons?

Str
ess?

Too hot?

Low pay?
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Poor performance

Lack of TrainingVagu
e 

instr
ucti

ons?

Str
ess?

Too hot?

Low pay?

is an ABSENT SOLUTION
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Poor performance

ABSENT 
SOLUTIONVagu

e 

instr
ucti

ons?

Str
ess?

Too hot?

Low pay?
ABSENT SOLUTION

Please NOT AGAIN !!!
As you are apparently betting on the wrong horse
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ABSENT SOLUTIONS are often:

• Hidden agenda’s
• Only one option
• Simplistic perception of reality
• A copy of one’s own beliefs systems
• Place the reader on the wrong foot
• Short Sightedness 
• Indicator of poor analysis
• A BIG RISK TO THE PROJECT
• And a reason to REJECT the proposal
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Through “FORKING” discovering ‘Blind Spots’

or ASSUMPTIONS (potential RISKS)

… is key 
in planning, monitoring and evaluation

“RINGING THE BELL”
actually … 

it demonstrates

Quality

“Why FORKING”
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The steps of LFA Planning

• WHO has the pain (end-users)?
• WHY involved (problems experienced)?
• WHAT should happen (Service plan)? And WHAT 

NOT? = ASSUMPTIONS & RISKS (content)?
• WHOM will implement? (Suppliers)
• HOW should it happen (Capacity plan)? 
• ASSUMPTIONS & RISKS (process)?

• COSTS (budgets)?
• WHEN (time schedule / deadlines)? 
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Example Problem Tree
Of EU-Media project
Eastern Europe
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Recap 1st session: 
QUALITY in Results Based Management
- Concept of ‘AID Triangle: introduction of 

EVALUATION as Quality Concept in development
- Introduction of the project cycle: phases, characteristics of the 

phases, processes, documents, decision moments, role of LFA
- Planning process: ‘Hidden agenda’s’ > Analysis phase and Planning 

phase
- ‘Needs’ versus ‘Problems’: emphasis on Analysis
- How to identify problems? Exercise on case: 

Highlighting problems (past) and objectives (future)
- Establishing logic: upwards and downwards (‘FORKING’)
- ‘FORKING’: to identify Assumptions and Risks
- Steps in the LFA procedure: WHO, WHY, WHAT, WHAT NOT, HOW
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Key messages 1st session: 
QUALITY in Project Cycle Management

- Assessment or appraisal (ex-ante) and Evaluation (ex-
post) looks at RELEVANCE, FEASIBILITY AND 
SUSTAINABILITY

- Assess the RISKS of the project design: Quality Analysis 
process, real existing problems of particular end-users
identified, placed in a logic hierarchy reading cause - effect 
(upwards) and effect - cause (downwards: “Forking” to 
identify Assumptions or RISKS).

- Planning starts with WHO: THE END-USERS as we need 
to ask them what problems they experience (the WHY).

- Assure a thorough IDENTIFICATION phase
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Impression of the session

Please share in the chat a 
comment on this first session



© PROJECTS for CHANGE

CLOSURE of the 1st SESSION

We will send you a brief evaluation after the second 
session. 

Hope you liked this session …

ASSIGNMENT FOR NEXT WEEK:
Choose a project and try to find out:

For WHO? (the End-users)
WHY a project? (the problems)

Try to make a problem tree of your project
See you next week


