Logical Framework Analysis:

A Tool for Preparation and Management of Projects for implementation of a Medium Sized Cross-Cutting Capacity Building project following an NCSA

What is a logframe?

The logical framework analysis or logframe is an analytical tool to assist in the planning, design and management of projects. It is a systematic way of identifying the elements of a project and the linkages between them to provide a logical, concise and objective analysis of the project design. This systematic and logical approach is useful at all stages of the project management cycle: identification, appraisal, design, monitoring and evaluation. Its primary purpose is to promote a planning approach which focuses on achievement of objectives rather than on inputs and outputs.

The logframe analysis can be used by to plan, design, manage, and monitor a project for the implementation of a project. The logframe methodology is useful in:

Identifying those elements of a project that will meet a country’s needs and priorities in terms of the implementation of the MSP, and meeting the requirements of the Rio Conventions.

Planning the MSP implementation within the wider context of national, development plans and/or strategies.

Designing the MSP implementation in a systematic and logical way, identifying risks and constraints.

Implementing projects through effective and efficient use of resources, and managing risks identified in the project design.

Monitoring progress by identifying indicators of critical and sensitive economic, social and environmental impacts.

Promoting participation by all stakeholders in planning, design and implementation of projects.

The logframe or logical framework analysis is the thought process used in the design of a project. The result of this thought process is the logframe matrix (See attached), which is a convenient way of setting out the design elements of a project. The logframe is a living document that should be reviewed and revised in light of experience during project implementation. It should not be used as a blueprint to be adhered to at all costs.

How does a logframe work?

The formulation of a logframe involves a systematic analysis of the different components of a project. It is a stepwise and logical process:

· The first step is identification of a goal or vision for the MSP, based on the cross-cutting analysis as outlined in the NCSA action plan for the country. The goal may not necessarily be reached until well after the end of project implementation. The project should contribute to the achievement of the goal but may not, by itself, be sufficient to achieve the goal. The more specific the goal, the better the chances of achieving that goal.

· The second step is formulation of the desired objectives in consultation with all stakeholders. The objectives are a more precise and immediate statement of what the project is expected to achieve by, or shortly after, its completion. The number of objectives should not exceed five as the smaller the number of objectives, the better the chances of achieving these objectives.

· The third step is determination of the outcomes, which describe the expected results of the project that would help to achieve its objectives.

· The final step is the description of project activities, which are the actions to be carried out and the resources required (inputs) to implement the project.

The logical framework analysis is therefore set out as a hierarchy of statements regarding the goal, objectives, outputs and activities of a project. It is important that gender issues are identified and addressed at each level in the logframe.

The Logframe format

The result of the logical framework analysis is usually presented as a matrix of four rows and five columns, which provides a summary of the project design (Figure 1). This summary describes the project components, outlines how the project may be monitored, describes the risks and constraints, and suggests how these are to be managed.

· The first column, the narrative summary, records the hierarchy of goal, objectives, outputs, and activities that is why, what and how. 

· The second is a statement of what indicators can be used to measure the achievement of the goal, objectives, outputs, and activities. 

· The third column states how these are to be measured. 

· The fourth column identifies the risks and constraints under which the project will be operating. 

· The final and fifth column describes how these risks and constraints will be managed or taken into account in the design of the project.

A logframe is best prepared in some detail during the design of the MSP, by the project team working with the NCSA, using the capacity building needs as identified in the NCSA Action Plan. 

The logframe should include specific indicators for monitoring and how these will be measured during project implementation. The horizontal and vertical logical connections of the logframe should be completed at this stage in order to ensure that all the inputs and activities listed are necessary and sufficient to achieve the desired outputs. The team should also re-analyse the risks and constraints identified in the logframe and ensure that these are adequately addressed in the project design. 

Figure 1: The logframe matrix

	Summary
	Indicators
	Means of verification
	Risks and constraints
	Risk management

	Goal: The broader goal or vision for capacity building for the Rio Conventions for the country
	Measures of achievement of the goal. These would be used after the end of the project.
	Sources of information (national statistics)

Methods used.
	Risks and constraints affecting the goal- objective linkage, including risks and constraints outside control of the project 
	The specific components and strategies that are within control of the project and those that are outside the control of the project.

	Objectives: The main aims of the project – these should correspond to the elements of the Cross-Cutting Assessment of the NCSA Action Plan. The objective should specify a time for achievement
	Conditions at the end of the project indicating that the objectives have been achieved. These would be used for evaluation, i.e. end of project status
	Sources of information (project data, evaluation)

Methods used
	Risks and constraints affecting the objective-output linkages.
	The project specific outputs and activities that will help to address the risks/constraints identified

	Outcomes: The direct measurable results of the project. The combination of outputs will help achieve the objectives.
	The magnitude and quality of the outputs. These would be used for review and evaluation.
	Sources of information (project data, review). Methods used
	Risks and constraints affecting the output- activity linkage
	The project specific activities that will address the risks and constraints identified.

	Activities: The actions carried out to implement the project (This could include inputs, timing and responsibility)
	Implementation targets - type and quantity. These will be used for monitoring
	Sources of information (project data). Monitoring methods used
	Risks and constraints affecting the successful completion of the project activities
	These should either be addressed by other activities or by the way in which activities are carried out.


Vertical Logic

The vertical logic of the logframe methodology is based on cause and effect: if the means are provided, then the ends will be achieved. 

Each level provides the rationale for the next level down: the goal helps to define the objectives, the objectives define the outcomes, and so on. 

The successful completion of each level of the hierarchy is also necessary for the achievement of the next higher level. Thus project inputs and activities produce outcomes; these outcomes are expected to achieve the project objectives; achieving the project objectives contributes to the attainment of the goal (Figure 2). 

The necessary and sufficient conditions within the vertical logic are important:

· Achieving the objectives is necessary but not sufficient to attain the goal. This is because the project is but one of a number of initiatives that contribute to the overall national vision or goal for capacity building for the Rio Conventions.

· Producing the project outcomes is necessary but may not be sufficient to achieve the objectives;

· Carrying out project activities is necessary and sufficient to produce the required outcomes.

Figure 2: The Logframe vertical logic

	Causal Links
	
	
	
	Reasoning

	
	
	
	
	

	
	
	goal
	
	

	If objectives, then goal
	
	
	
	Necessary but not sufficient

	
	
	objectives
	
	

	If outcomes, then objectives
	
	
	
	Necessary but may not be sufficient

	
	
	outputs
	
	

	If activities, then outcomes
	
	
	
	Necessary and Sufficient

	
	
	activities
	
	

	
	
	
	
	

	Pre-conditions that are necessary for implementation of activities
	
	
	
	


Horizontal Logic

The horizontal logic (Figure 2) begins with a description of different hierarchical levels of the project: the goal, objectives, outputs and activities. 

The next two columns establish the basis for monitoring and evaluation and indicate how the achievement of the results at the different levels is to be measured. 

The indicators are measures of the achievement of each level of the hierarchy. They should be:

· A measure of results, impacts or activities that are important to the achievement of the project objectives;

· A plausible measure of what the project is trying to achieve;

· Sufficient to give an indication of success or failure;

· Independent of other factors so that only one particular set of measurements is required for each indicator;

· Verifiable as part of the project;

· Precisely defined in terms of nature, quality, quantity and timing.

The selection of indicators can assist in the design of a project, while their definition by quantity, quality and time for achievement, influences the scope of the project. Where it is difficult to find an indicator for an objective, the reason could be the definition of the objective statement. This should lead to a re-examination of the objective and possibly a re-statement to something that can be reflected by an indicator - i.e. a measurable outcome. The process of relating indicators to objective statements helps to modify the project design and makes it more realistic, achievable and measurable. Indicators of a general nature will tend to broaden the scope of the project whilst specific indicators will restrict it. 

The next column, the means of verification, records the sources of information, and the methods of data collection and analysis used to check on the indicators. These include national or sectoral statistics for the goal, project data and surveys, etc for the objectives, and project data (including on-going monitoring) for the outcomes and activities. The costs of verifying indicators should be included in the project budget but should not be unrealistic compared with the total project costs.

The next column, the risks and constraints, identifies factors that directly affect the vertical logic of the analysis. The “if-then” linkages of the vertical logic only function if the important assumptions identified by the risks and constraints are made explicit and managed. This column is critical to the successful implementation of the project design as it identifies:

· How other factors (eg political or cultural), beyond the control of the project might impact on it;

· The risks within the project environment which, unless they are properly managed, would undermine the success of the project; and

· The potential social and environmental impacts of the project activities that should be managed by the project design.

This column therefore expands the “if-then” vertical logic of the logical framework analysis to “if, and assuming that, then” hypotheses. This helps to make explicit the logic of the planned project.

The final column, risk management, describes how the manageable risks and constraints will be dealt with in the design of the project (see section 3.4 below). It should also identify (especially at the goal level) how risks and constraints outside the control of the current project are to be managed in other projects or initiatives.

Risk Management

The design of the logframe provides a methodology to help ensure that all the manageable risks and constraints identified in the process are dealt with in the project design. The risks and constraints identified at each level of the hierarchy provide the rationale for working out the project elements at the next or lower levels of the hierarchy (Figure 3).

External risks and constraints should also be identified in the logframe during the analytical process and their importance and probability of occurrence determined. These external risks and constraints should be included at the goal and objective levels of the logframe. The risk management column should then specify what activities or initiatives outside the scope of the project will deal with those risks that are important and/or have a high probability of occurrence. If these risks and constraints are likely to pose a major threat to the success of the project and are unlikely to be managed by external factors, then a re-examination of the project rationale may be necessary.

At the activity level, the risks and constraints that are likely to affect the performance of activities are managed by ensuring that certain pre-conditions are met before project implementation can begin. These pre-conditions could include non-physical issues such as policies and/or legislation, lack of capacity; as well as physical conditions such as equipment and physical resources.

Figure 3: The logframe and risk management
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Developing a logframe

The purpose of this part of the guidelines is to explain the process of drawing up a logical framework analysis.

The Goal

The broader goal or vision for the Rio Convention capacity building for the country, such as making the NCSA Action Plan operational in order to help meet the development aims of the country.

Key points to remember are:

· There should be only one goal per project.

· The goal should be focused, unpretentious and achievable.

· The goal should not be too broad or too ambitious.

· The goal may be wider than the project itself.

The indicators are a measure of the contribution of the project results to achievement of the overall goal in terms of timing, quality, impacts, and sustainability. 

The means of verification are the sources of information at the national and sectoral levels, usually national statistics, which can be used to obtain the necessary data.

The risks and constraints identified at this stage affect the overall rationale for the project. These risks and constraints should include:

· Those that are to be addressed within the project itself.

· Those that are outside the immediate project but are likely to be addressed through other activities and initiatives.

· Those that could pose a threat to the success of the project as they cannot be addressed, either within or outside the project.

The risks and constraints at the goal level help to provide an indication of the potential areas for significant social, economic and environmental impacts of the proposed project. 

The risk management strategies at the goal level give an indication of what objectives are needed to contribute to the achievement of the goal. Specific objectives can be worked out for those risks and constraints which can be managed within the project. Those that cannot be managed within the project are identified along with an indication of whether they will be addressed elsewhere (e.g. by other projects). If a risk cannot be managed within the project or by other factors, this indicates a faulty rationale at the goal level and has significant implications for the success of the project.

Objectives

The objective is the primary reason for the project. It is derived from the problems that the project is designed to address, the developments expected during the life of the project or the expected situation at the end of the project. A primary consideration is sustainability – of the capacity building interventions.

Key points to remember are:

· The objectives should be stated explicitly, and not be a rewording of either the goal or outcome statements.

· A project may have up to five objectives. 

· The objectives should be realistic, the results measurable and the achievements sustainable.

The indicators measure the conditions that show whether the purpose of the project has been achieved at its end in terms of timing, quality and impacts. The indicators should be determined by the project team in consultation with the NCC and other stakeholders. The risks and constraints identified in the logframe for the project goal would help to identify these indicators. Base-line surveys carried out during the development project help provide a yardstick for evaluating the impacts and achievements of the project. 

The indicators at the objective level should be measures of:

· Quality (What), 

· Quantity (How much), 

· Time (When), 

· Locality (Where), 

· Responsibility (by whom), and 

· Beneficiaries (for whom).

The means of verification are the sources of information at the project, local and sectoral levels which can be used to obtain the necessary data. These will be used at the completion of the project and may be obtained directly from the data gathered during the project itself, or by surveys and questionnaires carried out during the evaluation study, to compare against base-line data.

The risks and constraints identified at this stage will influence the design of the project. They will help to identify the potential social, economic and environmental impacts resulting from the project, as well as the potential political, cultural and social constraints that may affect the success of the project. 

The risk management measures described at the objective level will identify what outputs are required to achieve these objectives within the project design. All or most of the risks identified at the objective level should be managed by the project itself or closely related projects within the same sector or geographical area. Suggestions for managing critical factors such as environmental impacts and social concerns should also be included. Any unmanageable risks at this stage have profound implications for the project design and may pose an unacceptable risk to the success of the project.

Outcomes

Project outcomes are the direct, identifiable and measurable results expected from carrying out the project activities. The outcomes are the logical steps required to meet the project objectives. They should be action oriented and give a clear and concise picture of the final results of implementing the project. Outcomes should be decided in consultation with all stakeholders.

The indicators measure the quality and magnitude of the outputs and the effectiveness with which the outputs meet the expressed needs of intended beneficiaries. They should also indicate the timing of the outputs. The risks and constraints described for the objectives in the logframe identify those factors that are critical to the project’s success and those indicators that would be most useful in monitoring impacts. 

The means of verification are the sources of information at the project level which can be used to obtain the necessary data. The information collected during project implementation and monitoring, as well as specific surveys carried out during reviews help to provide this data. Comparison can also be made against base-line information collected during the development project.

The risks and constraints identified at this stage will determine the design of the project. These should include the social, economic and environmental impacts of the proposed project outputs identified during the project design process. The risks and constraints to the achievement of desired objectives through the effective use of project outcomes should also be identified here.

At this level, the risk management column provides a basis for working out what activities are necessary to ensure the success of the project and how they need to be implemented. This column helps to define the process used in carrying out activities.
 These activities may contribute directly to one particular output or to more than one output but all the risks identified at the output level should be addressed within the current project itself. 

Activities

Project activities are the discrete tasks carried out using resource inputs in order to achieve defined results or outputs. These include activities such as training, institutional strengthening, and technical cooperation. Inputs may be people, equipment, or finance. At this level of the logframe, the timing, costs, and quantities of inputs should be specified, as well as the responsibilities of government agencies. The roles and responsibilities of the intended beneficiaries and other stakeholders could also be spelt out here. 

The participation of all stakeholders in deciding on the necessary activities, in carrying out these activities, and in monitoring performance and impacts is crucial to the successful implementation of the project. 

The indicators are a measure of magnitude and quality of the actions being carried out and the efficiency with which these activities are being implemented: these are the monitoring criteria. The indicators at the activity level should be measures of quality (What), quantity (How much), time (When), locality (Where), responsibility (by whom), and beneficiaries (for whom).

The information for monitoring should be collected on a regular and routine basis and take a critical look at the developmental impacts of project activities. The purpose of on-going monitoring is to bring problems to the attention of project staff at an early stage so that remedial action can be taken before significant damage is done. Involvement of project stakeholders in monitoring is an effective way to ensure ownership of the project by the stakeholders as well as helping to identify possible solutions to problems.

The risks and constraints described for the outputs, as well as the social, economic, and environmental impacts identified during appraisal, provide a useful checklist for the types and content of the indicators used for monitoring. These indicators can be used for reporting by project staff or management services consultants. 

The means of verification are the sources of information at the project level which can be used to obtain the necessary data. Much of this data should be collected on an on-going basis as part of the implementation of the project. The use of regular surveys, self-monitoring, periodic reports, etc can be used to obtain the necessary information.

The risks and constraints identified at this stage will affect the successful completion of project activities. The risks and constraints should include those that affect the efficient use of project resources and the way project activities are carried out.

At the activity level, the risk management column identifies how risks will be managed by other activities of the same project, by the requirement for certain preconditions before the start of the project, or by the way in which the activities are to be carried out.

Conclusion

The logical framework analysis is an effective tool for planning, implementation and monitoring of a project for implementation of an MSP. The process of developing a logframe allows project planners to work out the essential components of a project design in a systematic and logical manner, keeping a strong focus on desired outcomes and not just outputs or inputs. This process should be carried out in consultation with the NCSA Committee and other stakeholders including project beneficiaries as their input helps to identify the factors critical to the success of the project. Participation by all stakeholders in project design is essential for their “ownership” of the project.

The logframe approach is:

A logical and systematic process for designing a project;

A flexible approach to project management;

A way to ensure participation by all stakeholders;

A graphical summary of a project design;

An analytical tool for project planning and management;

A framework for monitoring and evaluation.

Note:  These are all intended as suggestions only – each country should work out the details 

of the logframe for its own circumstances and priorities.
Sample Log Frame
	Components
	Indicators
	Means of Verification
	Risks and constraints
	Risk Management

	Example 1: Policy Related

	OBJECTIVE
	
	
	
	

	To integrate the Rio Conventions into national development plans and policies


	Agreed policy/strategy/plan in government on the Rio Conventions and/or

Rio Convention principles integrated into agreed policy government strategy/plans, including those on sustainable development.
	Agreed policy/strategy/plan published in national official gazette or other media


	· Government does not harmonize the Rio Conventions with other policies

· Rio Conventions policies are developed in isolation

· Rio Conventions policies not translated into practice

· Rio Conventions policies not approved due to change of government, political instability, etc.

· Rio Conventions policies not consistent with international obligations

· Lack of public and institutional support for Rio Conventions policies

· Insufficient time available for development and agreement on policy within the Project 

· Policy is not responsive to changes (technological, social, political, economic etc)

· Polarization of the debate on Rio Conventions policies

· Lack of political commitment to Rio Conventions policies
	· Promote cooperation and exchange of information throughout government structure

· Develop tools and training for translation of policy into practice

· Support countries to take ownership of policy and action regarding the Rio Conventions 

· Promote broader public awareness and support for MEAs and the need for harmonized Rio Conventions policies

· Promote national consensus on MEAs

· Promote awareness on relevant international obligations

· Establish realistic timeframe for Project relevant to country needs 

· Planned periodic reassessment of timeframe

· Promote mechanisms for review and adjustment of policies

· Promote greater dialogue between government and academia

	OUTCOMES

	MEAs in general and the Rio Conventions specifically recognized as a sustainable development issue in national plans and strategies
	· National development plans incorporate MEAs as an important element

· Rio Conventions considered in national environmental plans/policies/strategies
	· Mention in national development and sectoral plans or request to include in the next national plan
	· Lack of recognition of MEAs as important issues

· Rio Conventions not included in environment-related policies/ strategies/plans 
	· Promote awareness of synergies between the Rio Conventions

· Promote debate, discussion and exchange of information on MEA issues 

· Promote compliance with  relevant international obligations 

	Suggestions of possible activities 

	Workshops to promote awareness
	
	
	
	

	Preparation of outreach materials for different audiences
	
	
	
	

	Meetings with specific groups of stakeholders
	
	
	
	

	Collection and dissemination of global examples of strategies
	
	
	
	

	Identify relations between MEAs and other existing policies
	
	
	
	

	Prepare policy / strategy  in line with national plans
	
	
	
	

	

	Strengthened public and political support for MEA policies


	· Clearly defined procedure for review 

· Policies adjusted in response to changing needs


	· Existing manuals and guidelines explaining the review systems

· Paper trail on adjustments


	· Resistance from special interest groups

· Lack of information

· Lack of capacity 

· Bureaucratic inertia

· Lack of government commitment

· Inability to sustain changes
	· Promote public awareness and consensus building

· Conflict resolution training
· Promote information collection, analysis and exchange 

Capacity building as appropriate

	Suggestions of possible activities 

	Training on MEA policy for decision makers, NCC members, parliamentarians, public, etc
	
	
	
	

	Provide briefings to media on process of MEA policy development 
	
	
	
	

	Meetings with specific groups of stakeholders
	
	
	
	

	Involve stakeholders in consultations over Policy
	
	
	
	

	

	Enabling mechanisms to adapt policy to changing needs
	· Clearly defined procedure for review 

· Policies adjusted in response to changing needs


	· Existing manuals and guidelines explaining the review systems

· Paper trail on adjustments
	· Resistance from special interest groups

· Lack of information

· Lack of capacity 

· Bureaucratic inertia

· Lack of government commitment

· Inability to sustain changes
	· Promote public awareness and consensus building

· Conflict resolution training
· Promote information collection, analysis and exchange 

· Capacity building as appropriate

	Suggestions of possible activities 

	Set up clear procedures for policy review
	
	
	
	

	Establish periodic review of new developments in field
	
	
	
	

	Regularly inform government and stakeholders of changes in policy
	
	
	
	


	Example 2: Public Awareness and Participation

	OBJECTIVE
	
	
	
	

	To  have fully functional systems for:

· Public awareness

· Education

· Participation

· Access to information
	· Public participation for MEA-related issues part of the sustainable development plan.

· Topics addressing MEAs included in higher secondary and college curricula.

· Public debate and discussion in media.

· Public Awareness strategy developed and executed.
	· Development Plans

· Various strategies
	· Lack of political support

· Lack of capacity to address public participation and awareness issues

· Control of media

· Media not willing to promote debate on MEAs


	· 

	OUTCOMES

	System for access to information and sharing
	· Number of nationals accessing information on the MEA clearing house mechanism (MEA CHM).

· No. of records on the MEA CHM.

· Regularity of updates to the MEA CHM.

· Number of people trained to continue tasks
	· Access records of the national MEA CHM.

· Instructional and user manuals
	· National MEA CHM not updated.

· Public not aware of the existence of the MEA CHM.

· MEA CHM not updated on a regular basis

· No sustainability policy for turnover of staff
	· Capacity building within government sectors on the need to share information.

· Raising awareness

· Sustained capacity for maintaining and updating the MEA CHM

· Adequate knowledge management tools in place

	Suggestions of possible activities 

	Training of FP within country
	
	
	
	

	Development of training material
	
	
	
	

	Development and dissemination of outreach material (e.g Newsletter, MEAs website)
	
	
	
	

	Create Library and databases to ensure accessibility to public
	
	
	
	

	Identify and create national contact list
	
	
	
	

	Training workshops for the MEA CHM
	
	
	
	

	Use existing tools for networking and knowledge management
	
	
	
	

	

	Strengthen system for public awareness and education
	· % of students receiving education  on MEAs

· Strategies to target public
	· Curricula

· Documents

· 
	· Lack of capacity to inform people and create messages that target lay people

· Lack of capacity of instructors and curricula developers
	· Raising awareness of educators on the need to include MEAs as part of the environment curriculum

· Capacity building for government sectors involved with creating public awareness messages.

	Suggestions of possible activities 

	Identify government agency/responsible institutions for managing public awareness and education campaigns relating to MEAs
	
	
	
	

	Surveys for public opinion
	
	
	
	

	Organise public debates to create awareness
	
	
	
	

	Develop curricula for MEAs in relation to sustainable development
	
	
	
	

	Train educators
	
	
	
	

	Invite experts of international fame to teach courses in educational institutions and give public talks
	
	
	
	

	

	Strengthen system for public participation in decision-making
	· Strategies developed and discussed in-country through media and other means.

· Public service campaign strategy

· Pubic service advertising targeting key audiences

· 
	· Documents

· Advertising

· Strategies

· Monitoring media

· 
	· Public service campaigns do not correctly promote message on MEAs

· Lack of will on the part of public to participate due to lack of information on the issues and their importance

· Strategies don’t target main issues and are biased in favor of one or other interested group.
	· Raising awareness of the need to promote messages that target the appropriate audience and are directly related to MEAs

	Suggestions of possible activities 

	Workshops for stakeholders including media
	
	
	
	

	Organise educational fairs and events (e.g. competitions)
	
	
	
	

	Organise public debates and meetings
	
	
	
	

	Identify and institutionalize entry points for public participation in decision-making on MEAs
	
	
	
	

	Identify an institution/agency specializing in developing and delivering public service campaign
	
	
	
	


� For example, effectiveness of training activities is not just dependent on numbers of training sessions or participants.  Effectiveness is a function of type of training, the way in which it is carried out, where training sessions are carried out, and who carries out the training and participates.





