
 

  

 

PGS.TS. Bảo Huy 

QUẢN LÝ DỰ ÁN PHÁT TRIỂN 



2 
 

 

  



3 
 

BỘ GIÁO DỤC VÀ ĐÀO TẠO 
TRƯỜNG ĐẠI HỌC TÂY NGUYÊN 

 

 

 

 

 

PGS.TS. Bảo Huy 

 

 

 

 

 

QUẢN LÝ DỰ ÁN PHÁT TRIỂN:  

PHÁT TRIỂN LÂM NGHIỆP XÃ HỘI & QUẢN LÝ 
BỀN VỮNG TÀI NGUYÊN THIÊN NHIÊN 

 

Dành cho Cao học lâm nghiệp 

 

 

 

 

 

 

 

 

 

Tháng 9 năm 2008 



4 
 

 

  



5 
 

 

MỤC LỤC 

1 Tổng quan về dự án phát triển .......................................................................... 9 

1.1 Khái niệm dự án ................................................................................................. 9 

1.2 Dự án lâm nghiệp xã hội, quản lý bền vững tài nguyên thiên nhiên dựa vào 
cộng đồng ..................................................................................................................... 9 

1.3 Mối quan hệ giữa dự án lâm nghiệp xã hội, chương trình và chính sách quốc 
gia  .......................................................................................................................... 11 

1.4 Các điểm yếu, thách thức của tiếp cận dự án phát triển .................................. 12 

1.5 Quản lý chu trình dự án (Project Cycle Management - PCM) ........................ 12 

2 Tiếp cận khung logic (Logical Framework Approach – LFA) quản lý dự án 
phát triển .................................................................................................................. 13 

2.1 Tổng quan về tiếp cận khung logic - LFA ....................................................... 13 

2.1.1 Cơ sở của tiếp cận khung logic - LFA ......................................................................................... 13 

2.1.2 Tiếp cận khung logic (LFA) là gì? .............................................................................................. 14 

2.1.3 Liên kết tiếp cận khung logic với quản lý chu trình dự án .......................................................... 15 

2.1.4 Các vấn đề thực tế khi áp dụng tiếp cận khung logic – LFA ....................................................... 15 

2.1.5 Hai giai đoạn chính của tiếp cận khung logic .............................................................................. 16 

2.2 Giai đoạn phân tích .......................................................................................... 18 

2.2.1 Phân tích các bên liên quan ......................................................................................................... 18 

2.2.2 Phân tích vấn đề .......................................................................................................................... 24 

2.2.3 Phân tích mục tiêu ....................................................................................................................... 25 

2.2.4 Phân tích chiến lược .................................................................................................................... 27 

2.3 Giai đoạn lập kế hoạch dự án ........................................................................... 29 

2.3.1 Lập kế hoạch theo ma trận khung logic (LFM) ........................................................................... 29 

2.3.2 Lập và quản lý kế hoạch hoạt động và nguồn lực, kinh phí dự án bằng phần mềm OpenProj .... 35 

3 Giám sát và đánh giá dự án phát triển ........................................................... 42 

3.1 Giám sát dự án ................................................................................................. 42 

3.2 Đánh giá dự án ................................................................................................. 43 

3.2.1 Đánh giá tổng quát về tác động kinh tế - xã hội – môi trường .................................................... 44 

3.2.2 Đánh giá mức độ quan tâm, tiếp nhận và khả năng duy trì lan rộng sản xuất của các hộ, địa 
phương  ..................................................................................................................................................... 46 

 

 

 



6 
 

 

 

 

 

 

 

 

  



7 
 

 

 

 

 

 

MỞ ĐẦU 

Quản lý dự án lâm nghiệp xã hội và quản lý tài nguyên thiên nhiên bền vững là một yêu cầu quan 
trọng trong thúc đẩy sự phát triển bền vững, hướng đến quản lý phát triển tài nguyên thiên nhiên và 
sinh kế cho người dân.  

Với nhận thức cách tiếp cận lập kế hoạch và quản lý dự án lâm nghiệp xã hội và quản lý tài nguyên 
cần dựa vào sự tham gia của cộng đồng và các bên liên quan để đáp ứng được nhu cầu của các cơ 
quan quản lý, cũng như các cộng đồng địa phương trong sử dụng tài nguyên bền vững. Các dự án 
quản lý tài nguyên thiên nhiên chỉ thực sự bền vững khi những người được hưởng lợi bởi dự án nhìn 
nhận rằng dự án thực sự phản ánh và đáp ứng các vấn đề và mối quan tâm của họ. Chính vì thế  mục 
đích chủ đạo của môn học này là nhằm trang bị cho người học một cách tiếp cận được gọi là lập kế 
hoạch dự án có sự tham gia (Participatory project planning). Với cách tiếp cận đó, tập bài giảng là này 
trình bày một số phương pháp có thể vận dụng một cách linh hoạt để xây dựng và quản lý các dự án 
lâm nghiệp xã hội, quản lý tài nguyên thiên nhiên có sự tham gia ở cấp độ địa phương. 

Thực tế cho thấy rằng các năng lực chủ yếu cần được cung cấp cho cán bộ quản lý dự án lâm nghiệp 
xã hội, quản lý tài nguyên tương lai không phải chỉ đơn thuần là 'kỹ năng quản lý' hay 'kỹ năng lập kế 
hoạch' theo cách hiểu thường được nhấn mạnh trong các giáo trình quản trị kinh doanh, mà điều 
quan trọng là kỹ năng xúc tác hay thúc đẩy quá trình đối thoại và thương thảo giữa các bên liên quan 
để có thể đạt được sự nhất trí chung, một tầm nhìn chung và một sự cam kết trong việc cùng nhau 
tích cực phấn đấu để thực hiện các mục tiêu đã được nhất trí nhằm quản lý và sử dụng bền vững tài 
nguyên thiên nhiên. Đó là một chiến lược gắn kết phát triển kinh tế với phát triển xã hội và quản lý 
bền vững tài nguyên thiên nhiên, sinh thái môi trường. Việc duy trì sự cân bằng giữa ba quá trình 
phát triển này là một sự cần thiết hiễn nhiên, có một tầm quan trọng đặc biệt đối với các cộng đồng 
phụ thuộc vào tài nguyên thiên nhiên.  

 

 

  



  



9 
 
 

1 Tổng quan về dự án phát triển 

1.1 Khái niệm dự án 
Dự án là một chuỗi các hoạt động nhằm hướng đến đạt được các mục tiêu cụ thể, rõ ràng 
trong một thời gian nhất định với một nguồn ngân sách được xác định. (European 
Commission, Project Cycle Management Guideliness (2004) [4]) 

Một dự án cũng cần có: 

- Các bên liên quan được xác định rõ ràng, bao gồm nhóm mục tiêu chính và nhóm 
hưởng lợi cuối cùng 

- Việc điều phối, quản lý kế hoạch, và tài chính được thiết lập rõ ràng. 
- Hệ thống giám sát và đánh giá đề hỗ trợ cho việc quản lý dự án  
- Một nhu cầu thích hợp của tài chính, kinh tế được phân tích để chỉ ra lợi ích của dự án 

có tính hiệu quả kinh tế. Các dự án phát triển chính là cách xác định và quản lý đầu tư 
và tiến trình thay đổi. 

Các dự án phát triển có thể rất đa dạng về mục tiêu, quy mô, phạm vi. Các dự án nhỏ có chỉ 
cần một ít nguồn tài chính và được thực hiện trong vài tháng; trong khi đó các dự án lớn hơn 
có thể yêu cầu một nguồn tài chính nhiều hơn và thực hiện trong nhiều năm. 

1.2 Dự án lâm nghiệp xã hội, quản lý bền vững tài nguyên 
thiên nhiên dựa vào cộng đồng 

Các dự án lâm nghiệp xã hội, quản lý tài nguyên thiên nhiên xuất phát từ những vấn đề nNy 
sinh trong thực tiễn quản lý và việc điều hòa các mối quan hệ giữa bảo vệ, phát triển, bảo tồn 
và nhu cầu các cộng đồng địa phương nhằm quản lý sử dụng bền vững tài nguyên. Vì vậy các 
kế hoạch dự án cần được thiết lập với cách có sự tham gia, đặc biệt là việc khuyến khích 
người dân ở các cộng đồng sống trong và gần rừng tham gia trực tiếp vào các hoạt động quản 
lý, bảo vệ, xây dựng và phát triển rừng nhằm đạt được mục đích phát triển bền vững kinh tế 
xã hội, và môi trường. Nguồn lực cần thiết để thực hiện các dự án này là từ các khoản kinh 
phí của nhà nước và các tổ chức xã hội và từ sự đóng góp của các cộng đồng.   

Ngoài các dự án thuộc ngân sách nhà nước, một số dự án được sự tài trợ từ các tổ chức quốc 
tế. Tuy được thực hiện trong từng địa bàn tương đối hẹp, chúng đã có tác dụng quan trọng 
trong việc cung cấp các bài học thực tế, bổ sung cho việc hoàn thiện cách tiếp cận “quản lý dự 
án” trong quản lý tài nguyên thiên nhiên vì mục tiêu phát triển bền vững. 

Dự án lâm nghiệp xã hội và quản lý bảo tồn tài nguyên thiên nhiên có những đặc điểm riêng: 

- Về cách tiếp cận trong quản lý dự án: 
Các dự án quản lý dự án lâm nghiệp xã hội, bảo tồn tài nguyên thiên nhiên tiến bộ hiện nay 
không chỉ đơn thuần tập trung vào yếu tố kỹ thuật của quản lý rừng mà cần nhấn mạnh đến sự 
tham gia và vai trò ra quyết định của người dân và của các bên liên quan khác, cần có sự phối 
hợp mang tính đa ngành và liên ngành. Trong cách tiếp cận này, sự tham gia vừa là phương 
tiện vì nó sử dụng kinh nghiệm, tri thức bản địa và nguồn lực của chính các cộng đồng trong 
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khi xây dựng và triển khai các hoạt động; đồng thời,  sự tham gia cũng là mục đích, vì nó phát 
huy nội lực của các cộng đồng, nhân tố quyết định khả năng quản lý bền vững tài nguyên 
rừng và nâng cao đời sống của họ. 

- Về bối cảnh thực hiện dự án quản lý lâm nghiệp xã hội, quản lý tài nguyên thiên 
nhiên: 

Các dự án này thường được thực thi trong các vùng sâu vùng xa, nơi có các cộng đồng sống 
trong hay gần rừng, có đời sống phụ thuộc vào tài nguyên rừng. Các cộng đồng này có các 
đặc điểm văn hóa, xã hội đa dạng và đặc thù. Điều này làm cho tiến trình xây dựng và quản lý 
dự án phải dựa vào điều kiện sinh thái nhân văn, tài nguyên thiên nhiên cụ thể. Đồng thời các 
dự án này được thực hiện ở các vùng rừng núi, nông thôn, những nơi mà cơ sở hạ tầng rất yếu 
kém, trình độ học vấn của người dân còn thấp, và điều kiện kinh tế còn nghèo, khả năng đầu 
tư của người dân cho sản xuất hạn chế. Trong khi đó nguồn lực dành cho các hoạt động phát 
triển vẫn còn giới hạn. 

Một mặt khác, các dự án này được thực thi trong điều kiện chính sách có nhiều thay đổi. Các 
điều kiện văn hóa, kinh tế, xã hội của các cộng đồng cũng đang có sự thay đổi nhanh chóng 
dưới các áp lực bởi gia tăng dân số, tình trạng nhập cư và các áp lực mới hình thành trong giai 
đoạn các cộng đồng hội nhập vào nền kinh tế thị trường. 

- Các dự án lâm nghiệp xã hội, quản lý tài nguyên thiên nhiên phải đối mặt với nhiều 
thử thách, đặc biệt là:  

Các mâu thuẫn về quyền sở hữu và sử dụng đất đai, mâu thuẫn giữa yêu cầu quản lý bảo tồn 
tài nguyên, với việc tiếp cận và sử dụng tài nguyên cho mục đích phát triển kinh tế xã hội. Sự 
tồn tại của các cơ quan vừa làm nhiệm vụ quản lý tài nguyên, vừa hoạt động sản xuất kinh 
doanh lâm nghiệp và các cộng đồng địa phương cũng tạo ra các khó khăn trong phân chia lợi 
ích từ hoạt động lâm nghiệp và trong việc tạo ra những cơ chế khuyến khích sự tham gia tích 
cực và có hiệu quả. 
Tất cả những điều phân tích trên cho thấy các dự án lâm nghiệp xã hội, quản lý tài nguyên 
thiên nhiên cần hướng đến việc hài hòa giữa bảo tồn và phát triển, giữa việc sử dụng tài 
nguyên hôm nay với việc bảo vệ cho thế hệ tương lai. Nó được đặt trong bối cảnh phát triển 
kinh tế văn hóa xã hội, thể chế chính sách quốc gia cũng như quốc tế. Trong đó quan điểm 
quản lý sử dụng tài nguyên thiên nhiên tổng hợp cần được áp dụng linh hoạt. 

Một vài ví dụ về các dự án lâm nghiệp xã hội, quản lý tài nguyên thiên nhiên: 

- Dự án quản lý rừng cộng đồng 
- Dự án phát triển lâm nghiệp xã hội 
- Dự án trồng rừng dựa vào cộng đồng 
- Dự án bảo tồn tài nguyên thiên nhiên dựa vào cộng đồng 
- Dự án quản lý bền vững đất nương rẫy 
- Dự án quản lý đầu nguồn dựa vào cộng đồng 
- Dự án phát triển các dịch vụ sinh thái, môi trường rừng 
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1.3 Mối quan hệ giữa dự án lâm nghiệp xã hội, chương trình 
và chính sách quốc gia 

Giữa dự án, chương trình và chính sách quốc gia có mối quan hệ mật thiết. Thông thường các 
dự án lâm nghiệp xã hội ở các địa phương xuất phát từ các chương trình, chính sách quốc gia. 

Các chương trình, chính sách quốc gia là định hướng lớn, nhằm đạt được các mục tiêu phát 
triển bền vững tài nguyên thiên nhiên cấp quốc gia và khu vực. Ở Việt Nam có thể thấy các 
chương trình chính sách lớn như: Chương trình trồng mới 5 triệu ha rừng, chính sách giao đất 
giao rừng, phát triển lâm nghiệp cộng đồng, chương trình bảo tồn tài nguyên thiên nhiên, đa 
dạng sinh học, quản lý đất nương rẫy .....  

Để thực hiện các chương trình, chính sách quốc gia, cần có các dự án ở các cấp địa phương 
như tỉnh, huyện, xã, thôn làng. Thông qua thực hiện các dự án ở các cấp địa phương sẽ là cơ 
sở cho việc phản hồi chính sách, thể chế quản lý tài nguyên thiên nhiên và chia sẻ lợi ích đối 
với các cộng đồng dân cư tham gia. Trong thực tế, từ các chương trình quốc gia, nhiều tổ 
chức quốc tế đã hỗ trợ cho Việt Nam thực hiện nhiều chương trình, dự án ở các khu vực, tỉnh, 
huyện, xã; bao gồm các dự án phát triển nông thôn, lâm nghiệp xã hội, quản lý bền vững tài  
nguyên rừng, lâm nghiệp cộng đồng, dịch vụ môi trường rừng, .... Các dự án này đã đóng góp 
quan trọng vào việc hoàn thành các chương trình, chính sách quốc gia, ưu tiên của các nhà tài 
trợ quốc tế; và phản hồi cho việc hoàn thiện các luật, chính sách trong quản lý tài nguyên rừng 
bền vững và phát triển sinh kế cho các cộng đồng dân cư. 

 

 

Hình 1 Quan hệ giữa chính sách, chương trình lâm nghiệp quốc gia với các dự án lâm nghiệp xã hội, 
quản lý tài nguyên thiên nhiên 
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1.4 Các điểm yếu, thách thức của tiếp cận dự án phát triển 
Dự án phát triển có những ưu điểm là thực hiện được các chính sách, chương trình quốc gia 
để hỗ trợ cho phát triển bền vững, tuy nhiên bên cạnh đó nó cũng tiềm Nn những điểm yếu 
hoặc thách thức cần được khắc phục. 

Vấn đề ở đây là các tiếp cận dự án của các nhà tài trợ theo kiểu kinh điển, từ đây đã nổi lên 
các điểm yếu và thách thức cho tiến trình phát triển bền vững: 

- Thực hiện, tiếp cận dự án không thích hợp tạo nên sự không bền vững trong phân chia 
lợi ích, quyền lợi. 

- Một số lượng lớn các dự án phát triển khác nhau, hỗ trợ bởi các nhà tài trợ khác nhau 
và tự quản lý đã tạo nên sự lãng phí trong nguồn lực, tài chính cho sự phát triển chung. 

- Việc thiết lập một cách riêng biệt hệ thống quản lý, tài chính, giám sát, báo cáo của 
các dự án thường làm xói mòn năng lực và trách nhiệm của địa phương hơn là nuôi 
dưỡng, nâng cao nó.  

- Tiếp cận dự án thường khuyến khích cách nhìn hẹp là làm thế nào giải ngân được mà 
không chú trọng đến sự thích hợp của nó trong hệ thống quản lý ngân sách, kế hoạch. 

Với các điểm yếu và thách thức của thực hiện dự án phát triển, cho thấy cần có cách tiếp 
cận thích hợp, không tạo sự phụ thuộc của địa phương vào nguồn tài trợ, làm suy giảm 
trách nhiệm, không nâng cao được năng lực, đặc biệt là cần có sự phối hợp và tiếp cận có 
tính hệ thống để tránh sự trùng lắp gây lãng phí nguồn lực. 

Chính vì lý do đó, trong những năm gần đây chính phủ cũng như các tổ chức tài trợ quốc 
tế có xu hướng tiếp cận ngành, tiếp cận theo chương trình. Có nghĩa cần căn cứ vào định 
hướng phát triển ngành để điều phối các dự án, đồng thời hướng đến lồng ghép trong hệ 
thống quản lý hành chính địa phương để cải thiện và nâng cao năng lực từ người dân đến 
các cán bộ hiện trường, quản lý và cải cách các thủ tục hành chính.  

Trong thực tế gần đây các tổ chức quốc tế đã cùng chính phủ Việt Nam thực hiện cách 
tiếp cận theo các chương trình hỗ trợ ngành, như ngành lâm nghiệp (Forest Sector Support 
Program), nông nghiệp (Agriculture Sector Support Program), ... 

1.5 Quản lý chu trình dự án (Project Cycle Management - PCM) Dự án phát triển được quản lý theo một chu trình có trình tự và các cấu phần rõ ràng, bao 
gồm: 

i. Bước 1 -  Xác định dự án: Nó bao gồm việc phân tích tình hình, lập dự án tiền khả 
thi, xác định mục tiêu tổng thể và các chiến lược của dự án 

ii. Bước 2 – Thiết kế dự án: Tức là lập kế hoạch dự án bao gồm  các mục tiêu cụ thể, 
các kết quả đo lường được, các hoạt động; cách quản lý dự án, nguồn lực và 
phương pháp quản lý các nguy cơ. 

iii. Bước 3 – Thực hiện dự án: Tổ chức áp dụng các công cụ thực hiện, quản lý và 
giám sát dự án trên cơ sở các hoạt động và nguồn lực được phân bổ. 

iv. Bước 4 – Đánh giá dự án: Bao gồm đánh giá hiệu quả, tác động của dự án. 
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Hình 2 Quản lý chu trình dự án phát triển 
 

2 Tiếp cận khung logic (Logical Framework Approach – 
LFA) quản lý dự án phát triển 

2.1 Tổng quan về tiếp cận khung logic - LFA 

2.1.1 Cơ sở của tiếp cận khung logic - LFA 
Tiếp cận khung logic (LFA) được phát triển vào cuối thập niên 60 của thế kỷ 20 bởi Cơ quan 
phát triển quốc tế Hoa Kỳ nhằm cải thiện hệ thống lập và đánh giá các dự án. Nó được thiết 
kế để giải quyết ba mối quan tâm, vấn đề tồn tại cơ bản là: 

i. Lập dự án rất mơ hồ, các mục tiêu không được xác định rõ ràng; trong khi đó các 
mục tiêu lại dùng để giám sát và đánh giá sự thành công hay thất bại của một dự án 

ii. Trách nhiệm quản lý dự án không rõ ràng 
iii. Việc đánh giá thường thực hiện theo một tiến trình mơ hồ bởi vì không có sự đồng 

thuận chung là dự án thực sự phải đạt được điều gì! 

Do vậy LFA đã được áp dụng cho nhiều tổ chức quốc tế, liên quốc gia như là một công cụ để 
lập và quản lý dự án phát triển. Trải qua một thời gian dài, các tổ chức khác nhau đã biến đổi, 
cải tiến định dạng, thuật ngữ và các công cụ của LFA, tuy vậy các nguyên tắc phân tích cơ 
bản vẫn được duy trì. Do đó các kiến thức của các nguyên tắc của LFA được xem là thiết yếu 
đối với  người lập, quản lý và thực hiện dự án phát triển trên toàn thế giới. 

1. Xác 
định dự 

án

2. Thiết 
kế dự án

3. Thực 
hiện và 

giám sát

4. Đánh 
giá tác 

động của 
dự án
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2.1.2 Tiếp cận khung logic (LFA) là gì?  
Tiếp cận khung logic là một tiến trình phân tích và xác lập các công cụ để hỗ trợ cho lập và 
quản lý dự án. Nó cung cấp giải pháp phân tích có tính cấu trúc và hệ thống ý tưởng của một 
dự án hay chương trình. 

LFA nên được xem như là như là một cách hỗ trợ cho suy luận. Nó cho phép thông tin được 
phân tích, tổ chức có tính cấu trúc; vì vậy các câu hỏi quan trọng cần được đặt ra, các điểm 
yếu cần được xác định và người ra quyết định được thông báo rõ ràng lý do của dự án, các 
mục tiêu định hướng và các giải pháp để đạt được các mục tiêu đó. 

Cần có sự phân biệt giữa Tiếp cận khung logic (LFA) với Ma Trận khung logic (Logical 
Framework Matrix – LFM). LFA là một tiến trình phân tích như là phân tích các bên liên 
quan, phân tích vấn đề, lựa chọn mục tiêu và chiến lược dự án; trong khi đó LFM phân tích 
các yêu cầu, cách tiến hành để đạt được các mục tiêu và các nguy cơ tiềm năng cũng như 
cung cấp sản phNm được tài liệu hóa trong tiến trình phân tích. 

Ma trận khung logic (LFM) là một bảng gồm 4 cột và 4 (có thể nhiều hơn) hàng, trong đó tóm 
tắt các thành tố chính của một kế hoạch dự án, bao gồm: 

• Tóm tắt các mục tiêu theo thứ bậc của dự án (Mục tiêu tổng thể, các mục tiêu cụ 
thể, kết quả đạt được, các hoạt động) 

• Các nhân tố bên ngoài quan trọng ảnh hưởng đến thành công của dự án (Các giải 
định) 

• Làm thế nào giám sát và đánh giá được thành tựu của dự án (Chỉ thị và nguồn để 
thNm định chỉ thị đó) 

Ngoài ra LFM cũng cung cấp cơ sở để xác định yêu cầu nguồn lực (đầu vào) và kinh phí. 

Bảng 1 Ma trận khung logic – LFM 

Mô tả Dự án Các chỉ thị Nguồn, phương pháp 
giám sát các chỉ tiêu 

Giả định 

Mục tiêu tổng thể: 
Đóng góp của dự án 
cho chính sách hoặc 
các mục tiêu của 
chương trình (Các tác 
động) 

Làm thế nào để đo 
lường được Mục tiêu 
tổng thể; bao gồm Số 
lượng, Chất lượng, 
Thời gian? 

Làm thế nào để thu 
thập thông tin, khi nào 
và ai làm? 

 

Các Mục tiêu cụ thể: 
Các lợi ích trực tiếp 
cho các các nhóm mục 
tiêu (hưởng lợi) của dự 
án 

Làm thế nào đo lường 
được các mục tiêu cụ 
thể, bao gồm Số 
lượng, Chất lượng, 
Thời gian? 

Như trên Nếu các mục tiêu cụ 
thể đạt được và các giả 
định là đúng thì sẽ đạt 
được mục tiêu tổng thể 

Các Kết quả: 
Các sản phẩm hữu 
hình, cụ thể hoặc các 
dịch vụ được tạo ra bởi 
dự án 

Làm thế nào đo lường 
được các kết quả, bao 
gồm Số lượng, Chất 
lượng, Thời gian? 

Như trên Nếu các kết quả đạt 
được và các giả định là 
đúng thì sẽ đạt được 
các mục tiêu cụ thể 

Các Hoạt động: 
Các nhiệm vụ, công 
việc cần được tiến 
hành để có được các 

(Đôi khi thể hiện các 
nguồn lực, phương tiện 
đầu vào) 

(Đối khi tóm tắt nguồn 
kinh phí cần có) 

Nếu các hoạt động là 
hoàn thành và các giả 
định là đúng thì sẽ đạt 
được các kết quả 
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Mô tả Dự án Các chỉ thị Nguồn, phương pháp 
giám sát các chỉ tiêu 

Giả định 

kết quả  
(Có thể không có trong 
khung này, được xác 
định khi lập kế hoạch 
thực hiện dự án hàng 
năm) 
 

2.1.3 Liên kết tiếp cận khung logic với quản lý chu trình dự án 
Tiếp cận khung logic là công cụ cốt lõi trong quản lý chu trình dự án.  

• Nó được sử dụng trong bước xác định dự án để phân tích tình hình hiện tại, đánh giá 
các yếu tố liên quan đến đề xuất dự án và xác định các mục tiêu, chiến lược tiềm năng 

• Trong bước thiết kế dự án, LFA hỗ trợ để chuNn bị kế hoạch dự án thích hợp với các 
mục tiêu rõ ràng, các kết quả đo lường được, chiến lược để quản lý rủi ro, nguy cơ và 
xác định các cấp độ trách nhiệm quản lý dự án. 

• Trong bước thực hiện dự án/chương trình, LFA cung cấp các công cụ quản lý chủ 
chốt để hỗ trợ cho việc lập các hợp đồng, lập kế hoạch điều hành và giám sát 

• Trong bước đánh giá và quyết toán, LFM cung cấp các bảng ghi tóm tắt về các mục 
tiêu, chỉ thị và các giả định và làm cơ sở cho việc thNm định các tác động của dự án 

2.1.4 Các vấn đề thực tế khi áp dụng tiếp cận khung logic – LFA 
LFA không cung cấp những giải pháp thần thông, nhưng khi hiểu và áp dụng nó một cách 
thông minh thì nó là một công cụ phân tích và quản lý có hiệu quả. Tuy vậy, nó không thể 
thay thế cho các kinh nghiệm và phân tích chuyên môn; do đó nó cũng cần hoàn thiện bởi các 
công cụ cụ thể khác như là thNm định năng lực tổ chức, phân tích giới, thNm định tác động 
môi trường và thông qua áp dụng kỹ thuật làm việc để thúc đNy sự tham gia có hiệu quả của 
các bên liên quan. 

Tiến trình áp dụng các công cụ phân tích LFA cần được tiến hành có sự tham gia, nó quan 
trọng tương đương như là sản phNm của ma trận khung logic. Điều này đặc biệt quan trọng 
trong bối cảnh của các dự án phát triển, khi mà ý tưởng của dự án được thực hiện bởi các đối 
tác, điều này quyết định đến sự thành công và bền vững về lợi ích. 

Một số điểm mạnh và khó khăn tiềm năng khi sử dụng LFA được trình bày ở bảng dưới đây.  

Bảng 2 Điểm mạnh và vấn đề khi áp dụng LFA 

Yếu tố 
 

Điểm mạnh Khó khăn/vấn đề chung 

Phấn tích vấn đề và thiết lập 
mục tiêu dự án 

- Phân tích vấn đề có tính hệ 
thống, bao gồm mối quan 
hệ giữa nhân – quả 

- Cung cấp liên kết logic giữa 
phương tiên và mục đích 

- Xác lập dự án trong bối 
cảnh phát triển rộng hơn 
(mục tiêu tổng thể và cụ 
thể) 

- Khuyến khích thẩm định và 

- Có được sự đồng thuận về 
các vấn đề cần ưu tiên 

- Có được sự đồng thuận về 
các mục tiêu của dự án 

- Giảm các mục tiêu để có 
một chuỗi hoạt động đơn 
giản hóa  

- Chi tiết các cấp độ của mục 
tiêu, kết quả không thích 
hợp (quá nhiều hoặc quá ít) 
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Yếu tố 
 

Điểm mạnh Khó khăn/vấn đề chung 

quản lý các rủi ro để đạt 
được kết quả 

 
Xác định các chỉ thị, nguồn, 
phương pháp kiểm tra giám 
sát 

- Yêu cầu phân tích làm thế 
nào để đo lường được 
thành tựu của các mục tiêu 
với cả hai khía cạnh số 
lượng và chất lượng. 

- Giúp cho việc xác định mục 
tiêu được cụ thể và rõ ràng 

- Giúp cho việc thiết lập một 
khung công việc giám sát 
và đánh giá 
 

- Tìm ra được các chỉ thị đo 
lường được và có tính thực 
tế cho các mục tiêu cấp cao 
(mục tiêu tổng thể, mục tiêu 
cụ thể) và đối với các mục 
tiêu có tính tiến trình và xây 
dựng năng lực. 

- Thiết lập mục tiêu không 
thực tế rất nhanh trong tiến 
trình lập kế hoạch 

- Phụ thuộc vào báo cáo dự 
án như là một nguồn chính 
để thẩm định, và không chỉ 
rõ yêu cầu thông tin từ đâu 
đến, ai là người thu thập 
thông tin và định kỳ như thế 
nào. 

Thiết kế và áp dụng - Liên kết phân tích vấn đề 
với thiết lập mục tiêu 

- Tập trung vào tầm quan 
trọng trong phân tích các 
bên liên quan và xác định 
“vấn đề của ai” và “ai 
hưởng lợi” 

- Tiếp cận trực quan hóa và 
có liên quan nên dễ hiểu 

- Chuẩn bị một cách máy 
móc, trên “bàn giấy”, không 
liên kết với phân tích vấn 
đề, xác định mục tiêu và lựa 
chọn chiến lược dự án 

- Sử dụng như là một công 
cụ áp đặt, quá cứng nhắc 

- Trở thành một công cụ lý 
thuyết hơn là hỗ trợ. 

Nguồn: European Commission, (2004) [4] 

 

Để giúp tránh các vấn đề, khó khăn chung khi áp dụng LFA, người áp dụng nên: 

- Bảo đảm rằng các đồng nghiệp và các đối tác đều có hiểu biết chung về các nguyên 
tắc phân tích và các thuật ngữ sử dụng 

- Tập trung vào tầm quan trọng của tiến trình LFA càng nhiều càng tốt để có sản phNm 
ma trận khung logic 

- Bảo đảm nó như là một công cụ thúc đNy sự tham gia của các bên liên quan, thảo luận 
và đồng thuận về phạm vi dự án hơn là áp đặt các khái niệm và ưu tiên từ bên ngoài. 

- Tránh sử dụng ma trận như là một bản thiết kế sẵn để điều hành từ bên ngoài 
- Làm cho ma trận được rõ ràng, ngắn gọn, súc tích 
- Điều chỉnh, chỉnh sửa ma trận khi có những thông tin mới 

Điều quan trọng được thừa nhận là chất lượng của ma trận khung logic dụ án phụ thuộc đầu 
tiên vào kỹ năng và kinh nghiệm của những người áp dụng nó 

2.1.5 Hai giai đoạn chính của tiếp cận khung logic 
Để tiến hành hoàn thành ma trận, hai giai đoạn Phân tích và Lập kế hoạch được tiến hành 

 



17 
 
 

Bảng 3 Hai giai đoạn của lập kế hoạch dự án 

GIAI ĐOẠN PHÂN TÍCH GIAI ĐOẠN LẬP KẾ HOẠCH 

i) Phân tích các bên liên quan 
(Stakeholder analysis): Xác định ai liên 
quan, các đặc điểm chính và năng lực của 
họ 

ii) Phân tích vấn đề (Problem analysis): 
Xác định các vấn đề chính, khó khăn, cơ 
hội; và mối quan hệ giữa nguyên nhân và 
hậu quả của vấn đề đó 

iii) Phân tích mục tiêu (Objective 

analysis): Phát triển các giải pháp từ các 

vấn đề đã phát hiện và mối quan hệ giữa 

chúng 

iv) Phân tích chiến lược (Strategy 

analysis): Xác định các chiến lược khác 

nhau để hoàn thành các giải pháp; lựa 

chọn chiến lược thích hợp nhất  

 

i) Phát triển ma trận khung logic (LFM): 
Xác định cấu trúc dự án, kiểm tra tính 
logic với các giải định, xác định các chỉ 
thịvà phương pháp thNm định sự thành 
công. 

ii) Lập kế hoạch hoạt động (Activity 
scheduling): Xác định các hoạt động, dự 
báo thời gian, và phân công trách nhiệm 

iii) Lập kế hoạch về nguồn lực (Resource 
scheduling): Từ kế hoạch hoạt động, 
phát triển kế hoạch đầu vào và ngân sách 
 

 

Tổng quát hai giai đoạn của tiếp cận khung logic được thể hiện trong sơ đồ sau, bao gồm trình 
tự các bước và các công cụ, phương pháp cần tiến hành. 

Như vậy trước khi bước vào hai giai đoạn của tiếp cận khung logic, cần xác định vấn đề, chủ 
đề ưu tiên của dự án. Để xác định, cần dựa vào các căn cứ: 

- Các chương trình, dự án quốc gia, khu vực 
- Phân tích tình hình từ PRA 
- Khi có nhiều ưu tiên, thì việc thảo luận và bình chọn vấn đề với các bên liên quan cần 

được tiến hành. 

Trên cơ sở vấn đề ưu tiên, hoặc đôi khi chỉ là chủ để, một lĩnh vực mà các bên liên quan có 
mối quan tâm chung, tiến hành vào hai giai đoạn của tiếp cận khung logic để thiết kế dự án 
phát triển. 
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Hình 3 Mối quan hệ hai giai đoạn trong tiếp cận khung logic 

2.2 Giai đoạn phân tích 
Giai đoạn phân tích gồm có 4 bước: i) Phân tích các bên liên quan, ii) Phân tích vấn đề, iii) 
Phân tích mục tiêu dự án và iv) Phân tích lựa chọn chiến lược của dự án. Mỗi bước có các 
công cụ, phương pháp được lựa chọn để hỗ trợ cho tiến trình phân tích, thảo luận và lựa chọn 
giải pháp chiến lược. 

2.2.1 Phân tích các bên liên quan 
Các bên liên quan bao gồm cá nhân, nhóm người, cộng đồng hoặc các cơ quan tổ chức mà có 
mối quan tâm, có lợi ích trực tiếp hay gián tiếp, có mối quan hệ tác động đến sự thành công 
hay thất bại của dự án. 

Phân tích các bên liên quan trước hết xác định ai liên quan, mối quan tâm, năng lực của họ và 
họ sẽ đóng góp gì cho việc hoàn thành chiến lược dự án. 
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Các câu hỏi chính khi phân tích các bên liên quan là: 

- Chúng ta đang phân tích vấn đề hoặc cơ hội của ai? 
- Ai sẽ là người hưởng lợi, ai là người thiệt thòi, thiệt hại trong dự án đề xuất? 

Các bước chính trong phân tích các bên liên quan là: 

- Xác định vấn đề tổng thể hoặc cơ hội cần được quan tâm giải quyết 
- Xác định các bên liên quan có ý nghĩa trong dự án tiềm năng 
- Phân tích vai trò, nhiệm vụ, chức năng, năng lực, điểm mạnh, yếu của từng bên liên 

quan 
- Xác định khả năng hợp tác và mâu thuẫn sẽ có giữa các bên liên quan 

Trong thực tế dự án phát triển có nhiều kiểu dạng các bên liên quan, dưới đây là tóm tắt các 
nhóm liên quan chính: 

 
1. Các bên liên quan: Bao gồm cá nhân, tổ chức, cộng đồng có tác động, ảnh hưởng trực tiếp 

một cách tích cực hoặc tiêu cực đến dự án 
2. Nhóm hưởng lợi: Bao gồm những ai được hưởng lợi thông qua thực hiện dự án, có thể phân 

ra 2 loại: 
a. Nhóm mục tiêu: Các nhóm, tổ chức, cá nhân sẽ hưởng lợi trực tiếp từ khi hoàn thành 

mục tiêu dự án. Nó có thể bao gồm cả cán bộ, nhân viên từ các tổ chức đối tác của dự 
án 

b. Nhóm hưởng lợi sau cùng: Đây là nhóm hưởng lợi lâu dài từ dự án ở cấp độ xã hội 
hoặc khu vực hoặc ngành 

3. Các đối tác của dự án: Gồm những ai tham gia thực hiện dự án, nó cũng bao gồm nhóm các 
bên liên quan và nhóm mục tiêu 
 

Nguồn: European Commission, (2004) [4] 
 
 

Các công cụ để phân tích các bên liên quan rất đa dạng, sau đây là một số công cụ gợi ý có thể 
sử dụng: 

- Stakeholder Analysis Matrix: Ma trận phân tích các bên liên quan: xác định các bên 
liên quan, mối quan tâm và ảnh hưởng bởi vấn đề, năng lực và các khả năng hành 
động. 

- SWOT: Phân tích tình hình của từng bên liên quan: Điểm mạng, yếu, cơ hội và thử 
thách. Phân tích các giải phát phát triển  

- Venn: Nhằm xác định mối quan hệ giữa các bên liên quan, tầm quan trọng và ảnh 
hưởng của họ trong dự án 

- Spider Diagram: Sơ đồ nhện: Đánh giá, thNm định năng lực hiện tại và dự kiến cần 
phát triển trong tương lai của từng bên liên quan 

Tùy vào tình huống mà lựa chọn công cụ phân tích các bên liên quan, và khi phân tích thì 
phương pháp thảo luận, đánh giá có sự tham gia cần được áp dụng 
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i) Ma trận phân tích các bên liên quan 

Một ma trận được cung cấp để hỗ trợ cho tiến trình phân tích các bên liên quan. Nó bắt 
đầu bằng cách dựa vào vấn đề chung để xác định ai liên quan, từ đó thảo luận, phân tích 
để xác định mối quan tâm, năng lực và khả năng hành động của họ trong bối cảnh dự án 

Bảng 4 Ma trận phân tích các bên liên quan 

Các bên liên quan và 
các đặc điểm 

Mối quan tâm và bị 
ảnh hưởng như thế 
nào đối với vấn đề 
đang diễn ra? 

Năng lực và động cơ 
để tạo ra sự thay đổi? 

Hoạt động tiềm năng 
để giải quyết các mối 
mối quan tâm của các 
bên liên quan 

 
 
 

   

 
 
 
 

   

 
 
 
 

   

 
 
 
 
 

   

Nguồn European Commission, 2004 [4] 

ii) SWOT 

Phân tích SWOT là phân tích 4 mặt của của một tổ chức, cộng đồng, bao gồm điểm mạnh, 
yếu, cơ hội và thách thức. Nó phân tích các điểm mạnh, yếu bên trong, nội bộ của một tổ 
chức, cộng đồng và phân tích các cơ hội, thách thức đến từ bên ngoài, tác động đến cơ 
quan tổ chức đó. 

Nó cũng là một công cụ để phân tích một cách tổng thể là làm thế nào tổ chức đó giải 
quyết đến các vấn đề và thách thức đang diễn ra. 

Chất lượng của thông tin phân tích trong công cụ này phụ thuộc vào các thúc đNy và ai là 
người tham gia vào phân tích. 

Các bước phân tích được chia làm hai: 

- Phân tích 4 mặt của tổ chức 
- Phân tích giải pháp tiềm năng nhằm tận dụng điểm mạnh, cơ hội để cải thiện điểm yếu 

và vượt qua thử thách. 
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Bảng 5 Khung phân tích SWOT 

Điểm mạnh (Strengths) Điểm yếu (Weaknesses) 
 
 
 
 
 
 
 

 

Cơ hội (Opportunities) Thách thức (Threats) 
 
 
 
 
 
 
 

 

 
Từ kết quả phân tích SWOT, tiến hành phân tích giải pháp và những nguy cơ cho tổ chức đó 
trong một ma trận sau 

Bảng 6 Phân tích giải pháp cho từng bên liên quan 

 Cơ hội Thách thức 
 
 
 

Điểm 
mạnh 

 
 
 
Làm thế nào phát huy điểm mạnh 
trên cơ sở tận dụng cơ hội? 

 
 
 

 
 
 
Làm thế nào phát huy điểm mạnh để 
vượt qua thách thức? 

 
 
 

Điểm 
yếu 

 
 
 
Điểm yếu sẽ gây cản trở cho việc 

tận dụng cơ hội như thế nào? 
 
 
 

 
 
 
Điểm yếu sẽ gây cản trở cho khả năng 
vượt qua thử thách ra sao? 

Nguồn: MDF Training and Cocultancy BV, (2004) [5] 

 
iii) Phân tích sơ đồ Venn: Mối quan hệ giữa các bên liên quan 

Sơ đồ Venn được xây dựng nhằm phân tích và trực quan hóa các mối quan hệ giữa các bên 
liên quan. Mối quan hệ này thể hiện như sau trong sơ đồ: 

- Độ lớn của vòng tròn thể hiện tầm quan trọng, quyền hạn của tổ chức đó. Càng lớn thì 
càng quan trọng 

Nhân tố bên trong nội bộ, hiện tại 

Nhân tố ảnh hưởng từ bên ngoài nội bộ, tương lai 



22 
 
 

- Vị trí của các vòng tròn: Càng gần trung tâm thì càng ảnh hưởng nhiều đến vấn đề, 
chồng lên nhau là có mối quan hệ chặt chẻ 

Sơ đồ  Venn giúp cho phát hiện mối quan hệ giữa các bên, phát hiện quan hệ hợp tác hay 
cạnh tranh, .... 

Cách thúc đNy làm sơ đồ  Venn: 

- Xác định vấn đề quan tâm chung 
- Xác định các bên liên quan đến vấn đề đó 
- Thảo luận để thể hiện tầm quan trọng của từng cơ quan lên các tờ giấy có vòng tròn to 

nhỏ khác nhau (Có thể chia theo cấp 1, 2, 3, 4) 
- Thúc đNy di chuyển các vòng tròn này vào trong hay ra ngoài trung tâm, có chồng lên 

nhau hay không dựa vào mối quan hệ, ảnh hưởng giữa các bên liên quan. Càng vào 
trong thì ảnh hưởng đến vấn đề càng lớn, chồng lên nhau là mối quan hệ chặt chẻ 

- Cuối cùng: Thảo luận để xác định các vấn đề, cơ hội và giải pháp để giải quyết mối 
quan hệ giữa các bên liên quan trong phạm vi vấn đề quan tâm. 

 

 

Hình 4 Sơ đồ Venn biểu thị mối quan hệ giữa các bên liên quan trong quản lý sử dụng nguồn nước 
đầu nguyên 

 
 

iv) Sơ đồ nhện (Spider Diagram): Phân tích năng lực của tổ chức, cộng đồng 

Sơ đồ nhện có thể sử dụng để phân tích và cung cấp một tóm tắt trực quan về năng lực của cơ 
quan, tổ chức tham gia dự án.  
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Cách thu thập thông tin để xác định các chỉ tiêu trong sơ đồ nhện rất đa dạng, bao gồm thông 
tin, báo cáo của cơ quan, phỏng vấn cán bộ nhân viên, người dân. 

Trên cơ sở các thông tin thu thập cho từng khía cạnh năng lực của cơ quan, thảo luận để cho 
điểm và thể hiện lên sơ đồ nhện. Ngoài ra có thể thảo luận để xác định mong đợi của cơ quan 
trong nâng cao năng lực thông qua dự án 

Từ sơ đồ này thảo luận các giải pháp để cải thiện năng lực tổ chức, cộng đồng đó thông qua 
dự án. 

 

Hình 5 Sơ đồ nhện về năng lực của cơ quan quản lý nguồn nước đầu nguồn và nhu cầu phát triển 
năng lực 

Kết thúc bước phân tích các bên liên quan là tổng hợp các kết quả để chuyển chúng sang bước 
tiếp theo là phân tích vấn đề hoặc cung cấp thông tin cho lập kế hoạch ở ma trận khung 
logic. Cách tổng hợp thông tin được tóm tắt trong bảng sau 

Bảng 7 Tổng hợp thông tin từ phân tích các bên liên quan cho các bước phân tích vấn đề và 
lập kế hoạch dự án 

 Công cụ phân tích các bên 
liên quan 

Phân tích vấn đề Ma trận khung logic lập kế 
hoạch dự án 

Ma trận phân tích các bên liên 
quan 

Các nguyên nhân, hậu quả của 
vấn đề 

Các hoạt động giải quyết vấn 
đề, hậu quả 

SWOT Các vấn đề về năng lực Các hoạt động nâng cao năng 
lực 
Các rủi ro và giả định 

Venn diagram Các vấn đề quan hệ giữa các 
bên  

 

Spider diagram Các vấn đề về năng lực Các hoạt động nâng cao năng 
lực, kỹ thuật, quản lý 

 

0

1

2

3

Kỹ năng kỹ 
thuật

Quản lý nhân 
sự, động lực 
của cán bộ

Quản lý tài 
chính

Chính sách và 
lập kế hoạch

Liên kết với 
các bên liên 

quan, cộng …

Cơ chế giám 
sát, đánh giá

Tổ chức cơ 
quan

Hiện tại

Thông qua dự án 5 năm

Thang điểm 

0: Không có, cần bổ sung 

1: Yếu, cần cải thiện nhiều 

2: Trung bình, cần cải thiện một ít 

3: Cao, thỏa mãn yêu cầu 
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2.2.2 Phân tích vấn đề 
Phân tích vấn đề là xác định những khía cạnh tiêu cực của tình huống hiện tại và thiết lập mối 
quan hệ nhân quả giữa chúng. 

Làm thế nào thiết lập cây vấn đề 
Để thiết lập cây vấn đề, cần tổ chức làm việc nhóm có sự tham gia của các bên liên quan 

Yêu cầu sử dụng thẻ màu để viết các vấn đề và có thể dễ dàng sắp xếp theo mối quan hệ nhân 
quả 

Bước 1: Sử dụng công cụ động não để xác định vấn đề mà các bên liên quan ưu tiên. Viết lên thẻ màu 
và đặt ở trung tâm bảng ghim. 

Bước 2: Tiếp tục động não để xác định từng vấn đề liên quan, hoặc nguyên nhân, hậu quả của vấn đề 
chung đã xác định, ghi mỗi ý lên một thẻ màu. 

Bước 3: Sắp xếp theo mối quan hệ nhân quả với câu hỏi: Cái gì là nguyên nhân của cái khác? 
- Vấn đề là nguyên nhân của vấn đề khác thì đặt ở dưới 
- Vấn đề là hậu quả của vấn đề khác thì đặt ở trên 
- Nếu có hơn hai vấn đề là nguyên nhân của một vấn đề khác thì xếp chúng cùng cấp độ 

Bước 4: Vẽ các mũi tên chỉ mối quan hệ nhân qua trên sơ đồ 

Bước 5: Kiểm tra và hỏi lại một lần nữa để xem có bổ sung hay thay đổi gì không trong cây vấn đề 
 

 

Các điểm lưu ý quan trọng trong sử dụng công cụ cây vấn đề: 
- Chất lượng của sản phNm phụ thuộc vào ai tham gia trong phân tích và kỹ năng của 

người thúc đNy. Vì vậy thu hút sự tham gia của đại diện các bên liên quan và đây là 
những người có kiến thức, kỹ năng về vấn đề này là hết sức quan trọng. 

- Một hội thảo với khoảng 25 người tham gia là thích hợp để phát triển cây vấn đề, phân 
tích kết quả và thực hiện các bước tiếp theo. 

- Một cách khác có thể xây dựng cây vấn đề cho từng nhóm bên liên quan khác nhau, để 
xác định các quan điểm và ưu tiên khác nhau. 

- Tiến trình làm việc rất quan trọng, bảo đảm tiến trình học hỏi lẫn nhau của các bên, và 
tạo cơ hội cho những quan điểm khác nhau được trình bày. 

- Sơ đồ cây vấn đề cố gắng đầy đủ nhưng cần rõ ràng, gọn để có thể quan sát, phân tích; 
tránh tạo các mối quan hệ quá phức tạp, không phân tích được. 
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Hình 6 Cây vấn đề: Ô nhiểm sông ngòi 
Nguồn: European Commission, (2004) [4] 

2.2.3 Phân tích mục tiêu 
Phân tích mục tiêu là một tiếp cận: 

- Mô tả tình trạng mong đợi trong tương lai trên cơ sở giải quyết các vấn đề 
- Xây dựng cây mục tiêu: Trực quan hóa mối quan hệ phương tiện và mục đích trên sơ 

đồ cây 

Về bản chất đây là sự chuyển đổi từ tình huống tiêu cực của cây vấn đề sang giải pháp mô tả 
các thành tựu tích cực. 

Một lần nửa, phân tích cây mục tiêu cần thu hút sự tham gia của các bên liên quan, điều này 
nhằm: 

- Thừa nhận các ưu tiên 
- ThNm định tính thực tế của các mục tiêu 

Phân tích các bên liên quan 
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- Xác định các phương tiện cần bổ sung để đạt được mục đích sau cùng 

Cũng như cây vấn đề, cây mục tiêu cần đơn giản những cung cấp đủ các giải pháp có tính 
thực tế để giải quyết các vấn đề. 

Các bước thiết lập cây mục tiêu 
 
Bước 1: Trình bày lại tình hướng tiêu cực của cây vấn đề thành tình huống tích cực trong đó: 

- Thể hiện mong đợi của các bên liên quan 
- Có tính thực tế và khả thi 

Bước 2: Kiểm tra mối quan hệ phương tiện mục đích (Biến mối quan hệ nhân -  qủa thành quan hệ 
phương tiện – mục đích 

Bước 3: Nếu cần thiết: 
- Sửa chửa các tuyên bố 
- Bổ sung các mục tiêu cần thiết để đạt được mục tiêu cao hơn 
- Xóa bỏ những mục tiêu không thích hợp hoặc không cần thiết 

 
 

 

Hình 7 Cây mục tiêu: Ô nhiễm sông ngòi 
Nguồn: European Commission, (2004) [4] 
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2.2.4 Phân tích chiến lược 
Trong tiến trình phân tích các bên liên quan và phân tích vấn đề và xác định các mục tiêu dự 
án tiềm năng, các quan điểm, năng lực, tiềm năng, cơ hội, khó khăn đã được phân tích. Các 
kết quả này cần được xem xét trong bước lựa chọn chiến lược dự án này. 

Các câu hỏi sau cần được đặt ra và cần được trả lời khi lựa chọn chiến lược: 

- Nên giải quyết tất cả vấn đề, mục tiêu đã xác định hay chỉ giải quyết một phần? 
- Các cơ hội thuận lợi là gì để giải quyết vấn đề? 
- Các giải pháp hoặc can thiệp nào là mang lại kết quả mong muốn? và thúc đNy cho 

sự bền vững về lợi ích? 
- Làm thế nào để có được sự hỗ trợ tốt nhất của địa phương, bao gồm phát triển 

năng lực của tổ chức? 
- Nguồn vốn và chi phí cho các can thiệp, giải pháp, có thể thực hiện? Hiệu quả kinh 

tế? 
- Chiến lược nào sẽ mang lại tác động cao nhất để giải quyết nhu cầu của người 

nghèo và các nhóm bất lợi 
- Làm thế nào tránh được các tác động môi trường? 

Bước phân tích này thường khó khăn và thử thách vì mối quan tâm của các bên liên quan 
khác nhau, lợi ích mang lại từ dự án sẽ khác nhau. Do vậy cần thảo luận, tạo sự đồng thuận, 
đặc biệt nhấn mạng đến lợi ích cho các nhóm mục tiêu của dự án để lựa chọn chiến lược thích 
hợp; đồng thời cũng cần căn cứ vào thể chế chính sách, năng lực các bên và hiệu qua kinh tế, 
xã hội và môi trường của lựa chọn sẽ mang lại. 

Trên cơ sở đó sẽ loại trừ hoặc bổ sung thêm các mục tiêu, kết quả mong đợi, giải pháp trong 
sơ đồ cây lựa chọn chiến lược. 
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Hình 8 Lựa chọn 1:  Chiến lược dự án quản lý nước thải ra sông ngòi 
Nguồn: European Commission, (2004) [4] 
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Chất lượng nước sông 
được cải thiện

Giảm lượng chất thải 
rắn thải ra sông

Giảm số hộ và nhà 
máy đổ nước thải ra 

sông

Giải pháp xử lý nước 
thải đáp ứng được 

tiêu chuẩn môi trường

Quản lý được 
người gây ô 

nhiểm

Cơ quan quản lý 
môi trường hoạt 
động có hiệu quả 

và có trách 
nhiệm với mối 
quan tâm của 

các bên liên quan

Dân cư được 
cảnh báo về sự 
nguy hiểm của 

nước thải 

Chương trình, 
thông tin, giáo 

dục về môi 
trường nước 
được thiết lập

Quy định mới 
được thiết lập để 
ngăn chặn thải 
trực tiếp nước 

thải có hiệu quả

Tăng hộ gia đình 
và đơn vị kinh 

doanh nối với hệ 
thống thoát nước 

thải

Quản lý ô nhiễm 
là một ưu tiên 

cao của hệ thống 
quản lý

Hệ thống lập kế 
hoạch kinh doanh 
được cải tiến trong 
hệ thống quản lý 
địa phương, bao 
gồm chi phí cho 

phục hồi môi 
trường

Bệnh tật, đặc biệt là ở 
các hộ nghèo giảm

Bắt và thu nhập từ cá 
của các gia đình ổn 
định hoặc gia tăng

Nguy cơ suy thoái hệ 
sinh thái sông giảm và 

lượng cá gia tăng

Vốn đầu tư tăng 
cho hệ thống 

nước thải

Bỏ ra

Lựa 
chọn

Mục tiêu cụ 
thể

Mục tiêu 
tổng thể

Kết quả

 

Hình 9 Lựa chọn 2:  Chiến lược dự án quản lý nước thải ra sông ngòi 
 

2.3 Giai đoạn lập kế hoạch dự án 

2.3.1 Lập kế hoạch theo ma trận khung logic (LFM) 
Kết quả phân tích các bên liên quan, vấn đề, mục tiêu và chiến lược được sử dụng như là cơ 
sở để chuNn bị cho Ma trận khung logic lập kế hoạch dự án. 

Một cách tổng quát, nó được đề nghị trong khung logic bao gồm 3 thành tố là mục tiêu tổng 
thể, mục tiêu cụ thể và các kết quả; riêng các hoạt động có thể được mô tả riêng trong bảng kế 
hoạch và theo sơ đồ Gantt theo thời gian, đồng thời xác định nguồn lực, chi phí, trách nhiệm 
các bên. Đồng thời các hoạt động cũng có thể được xác định khi thực hiện dự án trên cơ sở kế 
hoạch hằng năm. 
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Bảng 8 Thông tin trong ma trận logic 

Mô tả Dự án Các chỉ thị Nguồn, phương pháp 
giám sát các chỉ tiêu 

Giả định 

Mục tiêu tổng thể: 
Tác động gián tiếp của 
dự án. Đóng góp của 
dự án cho chính sách 
hoặc các mục tiêu của 
chương trình  

Làm thế nào để đo 
lường được Mục tiêu 
tổng thể; bao gồm Số 
lượng, Chất lượng, 
Thời gian? 

Nguồn và phương 
pháp thu thập (Làm 
như thế nào, Ai, khi 
nào và định kỳ) 

 

Các Mục tiêu cụ thể: 
Các đầu ra tại giai 
đoạn kết thúc dự án. 
Các lợi ích trực tiếp 
cho các các nhóm mục 
tiêu (hưởng lợi) của dự 
án 

Làm thế nào đo lường 
được các mục tiêu cụ 
thể, bao gồm Số 
lượng, Chất lượng, 
Thời gian? 

Nguồn và phương 
pháp thu thập (Làm 
như thế nào, Ai, khi 
nào và định kỳ) 

Nhân tố bên ngoài sự 
quản lý của dự án 
nhưng có thể tác động 
đến mối quan hệ giữa 
mục tiêu cụ thể và tổng 
thể 

Các Kết quả: 
Các sản phẩm hữu 
hình, cụ thể hoặc các 
dịch vụ được tạo ra bởi 
dự án 

Làm thế nào đo lường 
được các kết quả, bao 
gồm Số lượng, Chất 
lượng, Thời gian? 

Nguồn và phương 
pháp thu thập (Làm 
như thế nào, Ai, khi 
nào và định kỳ) 

Nhân tố bên ngoài sự 
quản lý của dự án 
nhưng có thể tác động 
đến mối quan hệ giữa 
kết quả và mục tiêu cụ 
thể 

Các Hoạt động: 
Các nhiệm vụ, công 
việc cần được tiến 
hành để có được các 
kết quả  
(Có thể không có trong 
khung này, được xác 
định khi lập kế hoạch 
thực hiện dự án hàng 
năm) 
 

(Đôi khi thể hiện các 
nguồn lực, phương tiện 
đầu vào) 

(Đối khi tóm tắt nguồn 
kinh phí cần có) 

Nhân tố bên ngoài sự 
quản lý của dự án 
nhưng có thể tác động 
đến mối quan hệ giữa 
hoạt động với kết quả 

 

Phân tích các 
bên liên quan
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i) Kiểm tra tính logic của cột đầu tiên: Các thành tố của dự án: Mục tiêu tổng thể 
- Mục tiêu cụ thể và Kết quả 

Sau khi điền xong các mục tiêu tổng thể, mục tiêu cụ thể và các kết quả từ cây lựa chọn chiến 
lược dự án vào khung logic, tiến hành thNm định tính logic của nó. 

Mệnh đề IF – THEN được sử dụng từ dưới lên: 
• Nếu các đầu vào được cung cấp thì các hoạt động được thực hiện 
• Nếu các hoạt động được thực hiện thì các kết quả được tạo ra 
• Nếu các kết quả được sản xuất thì mục tiêu sẽ đạt được 
• Nếu các mục tiêu đạt được thì sẽ đóng vào mục tiêu tổng thể 

 
Trên cơ sở kiểm tra tích logic, viết lại rõ ràng các thành tố, ví dụ như sau 

Bảng 9 Viết các thành tố của dự án 

Thành tố dự án Ví dụ về cách viết và mã số 
Mục tiêu tổng thể Đóng góp vào việc cải thiện sức khỏe của các hộ và duy trì bền vững hệ 

sinh thái sông 
 

Mục tiêu cụ thể 1. Chất lượng nước sông được cải thiện 
2. ....................... 
 

Kết quả 1.1. Khối lượng nước thải trực tiếp ra sông của hộ và nhà máy giảm 
1.2. Giải pháp xử lý nước thải được thiết lập và hoạt động có hiệu quả 
 

Hoạt động 1.1.1. Thiết kế khảo sát cơ sở dữ liệu về hộ và các công ty 
1.1.2. Hoàn chỉnh kỹ thuật mở rộng hệ thống thoát nước thải 
1.1.3. Xác định công nghệ sạch cho các nhà máy 
1.1.4. ...... 

 
 

ii) Xác định cột thứ tư: Giả định 

Giả định được định nghĩa là các điều kiện phải tồn tại để dự án thành công; tuy nhiên các điều 
kiện này không chịu sự kiểm tra trực tiếp của quá trình quản lý dự án. 

Mục đích của việc xác định giả định trong khung logic là xác định các yếu tố bên ngoài ảnh 
hưởng đến sự thành công của dự án. Gỉa định phải đưọc phát biểu dưới dạng tình huống mong 
đợi. Ví dụ: 

• Đất đai được giao cho nông dân đúng thời hạn. 

• Chính sách chi trả dịch vụ môi trường được thực hiện ở đầu nguồn. 
Trong khung logic, mối liên hệ luận lý các thành tố dự án với giả định theo biểu thức logic IF 
and THEN.  
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Cấu trúc logic liên kết các thành tố trong khung dưới dạng IF and Then: 

• Nếu {Các hoạt động đã được thực hiện} Và {Giả định đối với các hoạt động đó là đúng} Thì {Kết 
quả sẽ đạt được} 

• Nếu {Các kết quả đã đạt được} Và {Giả định đối với các kết quả đó là đúng} Thì {Mục tiêu sẽ đạt 
được} 

• Và tiếp tục như vậy.... 

Môc tiªu

§Çu ra
kÕt qu¶

Môc ®Ých

Ho¹t ®éng

NÕu ®¹t ®−îc c¸c môc tiªu vμ c¸c gi¶ ®Þnh
lμ ®óng, sÏ cã mét sù ®ãng gãp
to lín vμo môc ®Ých cuèi cïng

Gi¶ ®Þnh

Gi¶ ®Þnh

Gi¶ ®Þnh

Gi¶ ®Þnh

NÕu tÊt c¶ c¸c ho¹t ®éng trong kÕ ho¹ch
®−îc thùc hiÖn vμ tÊt c¶ ç c gi¶ ®Þnh ®Òu ®óng,

®Çu ra / kÕt qu¶ sÏ ®−îc s¶n xuÊt

NÕu tÊt c¶ c¸c ®Çu ra dù kiÕn ®−îc s¶n xuÊt
vμ tÊt c¶ c ç gi¶ ®Þnh ®Òu ®óng,

môc tiªu sÏ cã thÓ ®¹t ®−îc

PPM Tr×nh tù logic

MG-HH 01/0 3

LËp KÕ 
ho¹ch Dù ¸n

 

 

Theo cách này dự án sẽ có một chuỗi logic từ các hoạt động sẽ được thực thi (thử nghiệm trên 
hiện trường, thu thập và phân tích số liệu...) cho tới mục tiêu tổng thể của dự án. 

 

Việc xác định giả định cần hướng tới xem xét rằng để đạt được một mục tiêu, đầu ra hoặc để 
thực hiện một hoạt động cụ thể thì cần có giả định nào? Và khi tìm thấy các yếu tố bên ngoài 
có tác động đến dự án, cần thiết thảo luận để phân ra 3 loại và xem xét đưa vào phần giả định 
của khung logic:  

• Nếu nó chắc chắn xảy ra thì không cần đưa vào khung logic 

• Nếu nó có khả năng xảy ra thì đưa vào khung logic 

• Nếu nó không có khả năng xảy ra thì cần xem xét khả năng thiết kế lại dự án để tác 
động lại yếu tố bên ngoài. 
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§¸nh gi¸ c¸c gi¶ ®Þnh
Gi¶ ®Þnh cã quan träng?C©u há i

1

Cã

Kh«ng cã
kh¶ n¨ng

Nã cã thÓ x¶y ra nh− thÕ nμo?
C©u há i

2

Söa ®æi chiÕn l−îc liÖu cã thÓ
lμm gi¶ ®Þnh trë nªn v« nghÜa?

C©u hái
3

cã
ThiÕt k Õ l¹i

dù ¸n

Có kh? năng
Gi¶ ®Þn h
nμy c ã

trong PPM

Qu¶n lý
sù ¶nh h−ëng

vμ gi¸m s ţ
nh− thÕ nμo ®èi

víi ®iÒu kiÖn ®ã?

Ch?c ch?n

Kh«ng K h«ng ®Ó ý

§iÒu kiÖn nμy
huû ho¹i sù
thμnh c«ng
cña dù ¸n

K h«ng
thùc hiÖn

dù ̧ n
MG-HH 01/0 3

LËp KÕ ho¹ch 
Dù ¸n

Sơ đồ sau giới thiệu các 03 bước để thNm định một giả định 

 

iii) Xác định cột thứ hai và ba: Chỉ thị và phương pháp kiểm tra 

Một khi các mô tả thành tố dự án và giả định được xác định (cột 1 và 4 của ma trận), bước 
tiếp theo là xác định các chỉ thị dùng để đo lường sự đạt được của mục tiêu (cột 2) và nguồn 
và phương pháp giám sát (cột 3).  

Chỉ thị: Objectively Verifiable Indicators (OVI) mô tả các mục tiêu dự án theo hướng có thể 
đo lường được về số lượng, chất lượng và thời hạn hoàn thành (Quantity, Quanlity, Time – 
QQT). Cụ thể hóa các chỉ thị giúp cho việc kiểm tra tính khả thi của các mục tiêu và làm cơ 
sở để để giám sát và đánh giá dự án. 

Một chỉ thị tốt khi nó đạt tiêu chuNn SMART: 

- Specific: Cụ thể để có thể đo lường được 
- Measurable: Đo lường được cả về số lượng hoặc chất lượng 
- Available: Đáp ứng được với một chi phí chấp nhận được 
- Relevant: Cung cấp thông tin có liên quan 
- Time-bound: Khi nào thì đạt được và bao lâu  

Nguồn và phương pháp kiểm tra: Source of Verification (SOV): Chỉ ra cách thức và nguồn 
thu thập thông tin, chứng cứ để kiểm tra sự đạt được của các chỉ tiêu. 
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Khi xác định SOV, cần trả lời 3 câu hỏi: 

- How: Làm thế nào thông tin được thu thập, ví dụ từ sổ sách, nghiên cứu tình 
huống, khảo sát thực tế, quan sát, .... 

- Who: Ai là người tiến hành thu thập hoặc cung cấp thông tin, ví dụ như cán bộ 
khuyến nông, tư vấn, cán bộ xã, huyện, dự án, ... 

- When/How regularly: Thời gian và định kỳ thu thập thông tin: Tháng, quý, năm, ... 

Bảng 10 Ví dụ về chỉ thị và phương pháp kiểm tra 

Thành tố dự án Chỉ thị Nguồn và phương pháp kiểm 
tra 

Mục tiêu cụ thể: 

Nước sông được cải thiện chất 
lượng 

Chỉ tiêu: Hàm lượng kim loại 
nặng Pb, Cd, Hg và sức khỏe 
hộ 

Số lượng: Giảm 25% so với 
năm 2003 

Chất lượng: Đáp ứng tiêu 
chuẩn quốc gia về sức khỏe và 
môi trường 

Thời gian: Cuối năm 2010 

 

Khảo sát chất lượng nước hàng 
tuần với sự tham gia của cơ 
quan bảo vệ môi trường và báo 
cáo định kỳ hành tháng Sở tài 
Nguyên & Môi trường 

 

iv) Hoàn chỉnh ma trận logic lập dự án 

Trên cơ sở thực hiện xác định các thông tin cho 4 cột của khung logic, tiến hành ra soát tính 
logic, bổ sung cập nhật thông tin để hoàn chỉnh khung logic dự án. Đây là nôi dụng cơ bản 
của một dự án. 

Bảng 11 Mẫu một logframe dự án quản lý nước thải ra sông 

Mô tả Dự án Các chỉ thị Nguồn, phương pháp 
giám sát các chỉ tiêu 

Giả định 

Mục tiêu tổng thể: 
Đóng góp vào việc cải 
thiện sức khỏe hộ gia 
đình và hệ sinh thái 
sông 

Hàm lượng kim loại 
năng tác nhân gây 
bệnh ngòai da, máu 
giảm 50% đến năm 
2008 

Thu thập thông tin ở 
bệnh viện khu vực bởi 
nhóm y tế địa phương 
và báo cáo hàng năm 
cho ban quản lý môi 
trường 

 

Mục tiêu cụ thể: 
Nước sông được cải 
thiện 

Hàm lượng kim loại 
nặng Pb, Cd, Hg thải ra 
sông ngòi giảm 25% so 
với năm 2003 và đáp 
ứng các tiêu chuẩn 
quốc gia về sức khỏe 
vả môi trường 

Khảo sát chất lượng 
nước hàng tuần với sự 
tham gia của cơ quan 
bảo vệ môi trường và 
báo cáo định kỳ hàng 
tháng Sở tài Nguyên & 
Môi trường 

Hội nghề cá hoạt động 
có hiệu quả trong giới 
hạn thành viên đánh 
bắt ở vùng cá nhỏ 
 

Kết quả 1: 
Giảm khối lượng nước 
thải trực tiếp bởi hộ và 
nhà máy ra sông 

70% nước thải giảm 
bởi nhà máy và 80% 
bởi hộ gia đình thông 
qua hệ thống lọc sinh 

Thu thập mẫu hàng 
năm của hộ gia đình và 
nhà máy bởi cơ quan 
môi trường địa phương 

- Dòng chảy của 
sông đạt trên X 
mega litres trên 
giấy ít nhất 8 
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Mô tả Dự án Các chỉ thị Nguồn, phương pháp 
giám sát các chỉ tiêu 

Giả định 

học, thực vật đến năm 
2006 

giữa các năm 2003 – 
2006 

tháng trong năm 
- Chất lượng nước 

ở vùng cao được 
giữ ổn định 

Kết quả 2: 
Giải pháp xử lý nước 
thải được xây dựng và 
có hiệu quả 
 

Nước thải từ 4 hệ 
thống lọc sinh học, 
thực vật đáp ứng tiêu 
chuẩn môi trường quốc 
gia đến năm 2005 

Phòng TN & MT khảo 
sát và báo hàng quý 
cho Sở TNMT 

 

Nguồn: European Commission, (2004) [4] 

 

2.3.2 Lập và quản lý kế hoạch hoạt động và nguồn lực, kinh phí dự án bằng 
phần mềm OpenProj 

Trên cơ sở khung logic dự án, xác định các hoạt động cho mỗi kết quả, theo logic bảo đảm 
các hoạt động được thực hiện và giả định là đúng thì kết quả được sản xuất. 

Bảng 12 Xác định các hoạt động của dự án quản lý nước thải ra sông 

Mô tả Dự án Các chỉ thị Nguồn, phương pháp 
giám sát các chỉ tiêu 

Giả định 

Mục tiêu tổng thể: 
Đóng góp vào việc cải 
thiện sức khỏe hộ gia 
đình và hệ sinh thái 
sông 

Hàm lượng kim loại 
năng tác nhân gây 
bệnh ngòai da, máu 
giảm 50% đến năm 
2008 

Thu thập thông tin ở 
bệnh viện khu vực bởi 
nhóm y tế địa phương 
và báo cáo hàng năm 
cho ban quản lý môi 
trường 

 

Mục tiêu cụ thể: 
Nước sông được cải 
thiện 

Hàm lượng kim loại 
nặng Pb, Cd, Hg thải ra 
sông ngòi giảm 25% so 
với năm 2003 và đáp 
ứng các tiêu chuẩn 
quốc gia về sức khỏe 
vả môi trường 

Khảo sát chất lượng 
nước hàng tuần với sự 
tham gia của cơ quan 
bảo vệ môi trường và 
báo cáo định kỳ hàng 
tháng Sở tài Nguyên & 
Môi trường 

Hội nghề cá hoạt động 
có hiệu quả trong giới 
hạn thành viên đánh 
bắt ở vùng cá nhỏ 
 

Kết quả 1: 
Giảm khối lượng nước 
thải trực tiếp bởi hộ và 
nhà máy ra sông 

70% nước thải giảm 
bởi nhà máy và 80% 
bởi hộ gia đình thông 
qua hệ thống lọc sinh 
học, thực vật đến năm 
2006 

Thu thập mẫu hàng 
năm của hộ gia đình và 
nhà máy bởi cơ quan 
môi trường địa phương 
giữa các năm 2003 – 
2006 

- Dòng chảy của 
sông đạt trên X 
mega litres trên 
giấy ít nhất 8 
tháng trong năm 

- Chất lượng nước 
ở vùng cao được 
giữ ổn định 

Kết quả 2: 
Giải pháp xử lý nước 
thải được xây dựng và 
có hiệu quả 
 

Nước thải từ 4 hệ 
thống lọc sinh học, 
thực vật đáp ứng tiêu 
chuẩn môi trường quốc 
gia đến năm 2005 

Phòng TN & MT khảo 
sát và báo hàng quý 
cho Sở TNMT 

 

Hoạt động: 
1.1.1. Thiết kế khảo 

sát cơ sở dữ liệu 
về hộ và các công 
ty 

1.1.2. Hoàn chỉnh kỹ 
thuật hệ thống 
thoát nước thải 

Nguồn lực: Tư vấn, vật 
tư 

Kinh phí Giả định nếu có 
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Từ các hoạt động xác định các nguồn lực đầu vào cần thiết như tài chính, vật tư, thiết bị; đồng 
thời lập kế hoạch thực hiện theo thời gian, địa điểm, cơ quan, cá nhân, cộng đồng nào thực 
hiện. 

Quản lý dự án theo chiều hướng áp dụng công nghệ thông tin, hiện nay Microsoft cũng đã lập 
phần mềm quản lý dự án; đồng thời trên thế giới, đã sử dụng mã nguồn mở để lập chương 
trình quản lý dự án: OpenProj. Tiện ích của chương trình này là: 

- Quản lý cơ sở dữ liệu thực hiện dự án trên máy tính 
- Tự động theo dỏi và cập nhật thông tin hoạt động dự án và chi tiêu tài chính 
- Tối ưu hóa các hoạt động theo thời gian 
- Giúp cho việc tổ chức thực hiện, giám sát và đánh giá dự án có hiệu quả cao, khoa 

học. 
- Với chương trình mã nguồn mở của phần mềm quản lý dự án OpenProj, người sử 

dụng có thể tiếp tục phát triển theo ý đồ sử dụng, đồng thời có thể try cập vào các 
hướng dẫn trên web site. 

 

Hình 10 Giao diện chính của phần mềm quản lý dự án OpenProj 
 

Sau đây là phần giới thiệu tóm tắt các sử dụng phần mềm OpenProj để lập kế hoạch hoạt 
động, quản lý kinh phí, tư vấn, vật tư. 

i) Tạo một cơ sở dữ liệu quản lý dự án: 
- Mở chương trình OpenProj, chọn Creat Project 
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- Nhập các thông tin cơ bản của dự án: Tên dự án, người quản lý, mô tả tóm tắt dự 
án, ngày bắt đầu. 

 

ii) Nhập dữ liệu về các nguồn lực của dự án (Tư vấn, nhân lực, tài chính, vật tư) 
- Kích vào biểu tượng Resources để mở cửa sổ nhập dữ liệu nguồn lực. 
- Lần lượt nhập các nguồn lực: 

o Name: Tên tư vấn hoặc nguồn tài chính hoặc nguồn nhân lực, hoặc một vật 
tư cụ thể 

o Type: Chọn kiểu nguồn lực: Work hay Materials 
o Standard rate: Chi phí ngày công, có thể /hour hoặc/day 
o Cost per use: Kinh phí cho một đơn vị sản phNm. Nếu tư vấn không chọn 

công theo ngày, giờ, mà chọn ở đây thì có nghĩa là tiền chi phí theo từng 
đợt, còn vật tư thì là giá trị của nó; còn chỉ nguồn, thì một lần sử dụng 
nguồn này ứng với kinh phí đã khai 
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iii) Lập kế hoạch hoạt động và tối ưu hóa theo sơ đồ Gantt 

- Kích vào biểu tượng Gantt 
- Name: Nhập tên các hoạt động 
- Duration: Nhập thời lượng của hoạt động, bao nhiêu ngày? 
- Start: Chọn ngày bắt đầu 
- Finish: Tự động xác định ngày kết thúc 
- Predecessors: Các hoạt động cần hoàn thành trước để thực hiện được hoạt động 

này. Nhập mã số hoạt động cần hoàn thành trước 
- Resources name: Tên tư vấn, nhân lực, tên nguồn vốn, thiết bị, .... (Đã khai trong 

dữ liệu nguồn lực) 
- Actual Cost: Chi phí đã thực hiện; Máy tự động tính theo thời gian hoàn thành kế 

hoạch tư vấn, hoặc vật tư. 
- Có thể chọn thêm trường hoặc bỏ bớt trường 

 

Kết quả: 

- Sẽ đưa ra biểu đồ Gantt liên kết, sắp xếp trình tự các hoạt động  
- Từ động hiển thị mức độ hoàn thành công việc 
- Tự động tính toán chi phí đã sử dụng theo thời gian 
- Tự động tính tổng chi phí cho từng hoạt động, hoặc cho từng loại tư vấn, nguồn, 

thiết bị, ... 
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iv) Quản lý các hoạt động, kinh phí, theo dỏi dữ liệu, báo cáo 
- Quản lý các hoạt động: Ở mỗi hoạt động, người quản lý có thể quản lý, thay đổi 

dữ liệu, ghi chú về tiến trình, kết quả hoạt động. 

Tại dòng hoạt động, kích đôi sẽ có hộp thoại, trong đó có thể thay đổi số ngày thực hiện, thời 
gian, nhập tiến độ hoàn thành, ... kê khai nguồn lực, kinh phí và ghi chú về hoạt động 
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- Sơ đồ hóa tối ưu thời gian các hoạt động: Kích vào biểu tượng Network 

 

- Theo dỏi tổng chi chi phí cho hoạt động: Kích vào biểu tượng WBS 

 

- Theo dỏi tổng kinh phí kinh phí từ cho tư vấn, từ các nguồn: Kích vào biểu tượng 
RBS 
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3 Giám sát và đánh giá dự án phát triển 

3.1 Giám sát dự án 
Tiếp cận khung logic LFA đã hỗ trợ đầy đủ cho hoạt động giám sát dự án. Từ ma trận khung 
logic, các thông tin ở cổ chỉ thị và nguồn/phương pháp giám sát sẽ giúp cho nhà quản lý dự án 
tổ chức giám sát và theo dỏi sự hoàn thành của sự án theo thời gian. Đồng thời với chương 
trình OpenPorj, theo dỏi được một cách tự động mức độ hoàn thành các hoạt động, chi tiêu, 
giải ngân, .... 

Bảng 13 Chỉ thị và Nguồn/phương pháp giám sát là cơ sở để quản lý và giám sát dự án 

Mô tả Dự án Các chỉ thị Nguồn, phương pháp giám 
sát các chỉ tiêu 

Mục tiêu tổng thể: 
Đóng góp vào việc cải thiện sức 
khỏe hộ gia đình và hệ sinh thái 
sông 

Hàm lượng kim loại năng tác 
nhân gây bệnh ngòai da, máu 
giảm 50% đến năm 2008 

Thu thập thông tin ở bệnh viện 
khu vực bởi nhóm y tế địa 
phương và báo cáo hàng năm 
cho ban quản lý môi trường 

Mục tiêu cụ thể: 
Nước sông được cải thiện 

Hàm lượng kim loại nặng Pb, 
Cd, Hg thải ra sông ngòi giảm 
25% so với năm 2003 và đáp 
ứng các tiêu chuẩn quốc gia về 
sức khỏe vả môi trường 

Khảo sát chất lượng nước hàng 
tuần với sự tham gia của cơ 
quan bảo vệ môi trường và báo 
cáo định kỳ hàng tháng Sở tài 
Nguyên & Môi trường 

Kết quả 1: 
Giảm khối lượng nước thải trực 
tiếp bởi hộ và nhà máy ra sông 

70% nước thải giảm bởi nhà 
máy và 80% bởi hộ gia đình 
thông qua hệ thống lọc sinh 
học, thực vật đến năm 2006 

Thu thập mẫu hàng năm của hộ 
gia đình và nhà máy bởi cơ 
quan môi trường địa phương 
giữa các năm 2003 – 2006 

Kết quả 2: 
Giải pháp xử lý nước thải được 
xây dựng và có hiệu quả 
 

Nước thải từ 4 hệ thống lọc sinh 
học, thực vật đáp ứng tiêu 
chuẩn môi trường quốc gia đến 
năm 2005 

Phòng TN & MT khảo sát và 
báo hàng quý cho Sở TNMT 

Bảng 14 Theo dỏi tiến độ hoạt động trên sơ đồ Gantt ở chương trình OpenProj 
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Bảng 15 Theo dỏi chi tiêu trên OpenProj 

 

3.2 Đánh giá dự án 
Tương tự như giám sát dự án, tiếp cận LFA đã cung cấp thông tin để đánh giá kết quả dự án 
trong ma trận khung logic, trong đó các chỉ thị ở các cấp độ mục tiêu tổng thể, mục tiêu cụ 
thể, kết quả là cơ sở để đối chiếu và đánh giá mức độ thành công, hoàn thành của dự án ở các 
cấp độ mục tiêu khác nhau 

Bảng 16 Chỉ thị là cơ sở để đánh giá mức độ hoàn thành cúa dự án ở các cấp độ mục tiêu 

Mô tả Dự án Các chỉ thị 
Mục tiêu tổng thể: 
Đóng góp vào việc cải thiện sức khỏe hộ gia đình 
và hệ sinh thái sông 

Hàm lượng kim loại năng tác nhân gây bệnh 
ngòai da, máu giảm 50% đến năm 2008 

Mục tiêu cụ thể: 
Nước sông được cải thiện 

Hàm lượng kim loại nặng Pb, Cd, Hg thải ra sông 
ngòi giảm 25% so với năm 2003 và đáp ứng các 
tiêu chuẩn quốc gia về sức khỏe vả môi trường 

Kết quả 1: 
Giảm khối lượng nước thải trực tiếp bởi hộ và 
nhà máy ra sông 

70% nước thải giảm bởi nhà máy và 80% bởi hộ 
gia đình thông qua hệ thống lọc sinh học, thực 
vật đến năm 2006 

Kết quả 2: 
Giải pháp xử lý nước thải được xây dựng và có 
hiệu quả 
 

Nước thải từ 4 hệ thống lọc sinh học, thực vật 
đáp ứng tiêu chuẩn môi trường quốc gia đến năm 
2005 

 

Về phương pháp đánh giá thường rất đa dạng tùy theo đặc điểm, tính chất quy mô của dự án. 
Các dự án phát triển ngoài việc đánh giá mức độ thành công khi so với các chỉ thị, thì còn 
đánh giá tác động gián tiếp của nó về cả 3 mặt; Kinh tế, xã hội và môi trường 

Các phương pháp đánh giá có thể là một trong các phương pháp sau, hoặc được phối hợp: 

- Bảng câu hỏi trắc nhiệm với các bên liên quan 
- Phỏng vấn cá nhân 
- Phỏng vấn nhóm 
- Quan sát, thu thập, phân tích dữ liệu hiện trường 
- Tổng hợp các báo cáo định kỳ 
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- Cho điểm, phân cấp 
- Hội thảo 

3.2.1 Đánh giá tổng quát về tác động kinh tế - xã hội – môi trường 
Trên cơ sở các kết quả, thông tin dữ liệu, ý kiến đánh giá, đề xuất của các bên liên quan và 
người thực hiện dự án, kết hợp với báo cáo nghiên cứu khởi đầu dự án; tiến hành tổng hợp, 
khái quát để so sánh thay đổi, tác động sau thời gian năm thực hiện dự án về các mặt. Thực 
hiện đánh giá tổng quát tác động của dự án trên ba mặt kinh tế, xã hội và môi trường, trong 
mỗi mặt bao gồm các tiêu chí đánh giá liên quan đến thực hiện dự án. 

Mỗi tiêu chí được cho điểm ở hai thời điểm bắt đầu và kết thúc dự án, với thang điểm 5: 1: 
Rất kém, 2: Kém, 3: Trung bình, 4: Khá, 5: Rất tốt. 

Bảng 17 Đánh giá cho điểm các chỉ báo tác động của dự án Tằm sắn ở 4 tỉnh Tây Nguyên ở 3 
mặt kinh tế - xã hội – môi trường sau 2 năm (2006 – 2008) 

Các khía 
cạnh bền 

vững 

Chỉ báo tác động Xếp hạng khi bắt đầu 
dự án 

1: Rất kém; 5: Rất tốt 

Xếp hạng sau 2 năm 
thực hiện dự án 

1: Rất kém; 5: Rất tốt 

K
in

h 
tế

 

Sản phẩm từ tằm sắn 0.5 1.5 

Cải thiện thu nhập nhờ tằm sắn 0.5 1.5 

Gắn với thị trường sản phẩm 
tằm sắn 

0.5 2 

Xã
 h
ội

 

Tổ chức quản lý dự án địa 
phương 

1.5 2.5 

Sự tham gia của hộ nghèo, dân 
tộc 

1 2.5 

Nâng cao năng lực về kỹ thuật 
tằm sắn cho hộ nghèo, dân tộc 

0.5 3.5 

Nâng cao năng lực cho cán bộ 
cấp tỉnh, huyện, xã 

0.5 1 

Quỹ quay vòng vốn 0.5 3 

Trung tâm tằm sắn 0.5 2.5 

M
ôi

 t
rư
ờ

ng
 Xói mòn, bạc màu đất trồng sắn 3 2.5 

Môi trường nuôi tằm trong nhà, 
bệnh tằm 

4.5 3.5 

Nguồn: Bảo Huy và cộng sụ (2008), [ 3] 
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Hình 11 Sơ đồ cho điểm đánh giá tác động  3 mặt  kinh tế - xã hội – môi trường sau 2 năm 
 

Kết quả đánh giá chung trên 3 mặt kinh tế - xã hội – môi trường với 11 chi báo cho thấy: 

- Tác động tích cực và có hiệu quả cao: Bao gồm 2 chỉ báo trên đạt trên 3 điểm:i) Nâng 
cao năng lực, chuyển giao được công nghệ nuôi tằm sắn vào vùng sâu, xa, người 
nghèo, đồng bào dân tộc thiểu số; ii) Xây dựng quỹ quay vòng vốn và cơ chế hoạt 
động hỗ trợ cho sản xuất của người nghèo. 

- Tác động tích cực tương đối có hiệu quả: Bao gồm 4 chỉ báo có có điểm từ 2 – 3: i) 
Thu hút sự tham gia của người nghèo, dân tộc, phụ nữ vào một tiến trình học tập, chia 
sẻ kinh nghiệm để phát triển sinh kế, ii) Xây dựng trung tâm tằm sắn để làm nơi đào 
tạo, phát triển kỹ thuật tại chổ, iii) Tổ chức quản lý cấp cơ sở, nâng cao năng lực cho 
người dân địa phương, iv) Gắn sản phNm tằm sắn được với thị trường và còn có nhiều 
tiềm năng. 

- Tác động tích cực ở mức chưa cao: Bao gồm 3 chỉ báo có điểm 1 – 2: i) Tạo ra một 
sản phNm tằm sắn mới cho địa phương, ii) Góp phần cải thiện thu nhập cho hộ (4% thu 
nhập), iii) Nâng cao năng lực quản lý, hỗ trợ nông dân, cán bộ xã, đoàn thể. 

- Tác động có chiều hướng chưa ổn định, bền vững: Bao gồm 2 chỉ báo có điểm giảm đi 
so với khi bắt đầu dự án: i) Chưa giải quyết được vấn đề thâm canh sắn với nuôi tằm, 
ii) Môi trừong nuôi tằm và mối quan hê với sinh họat gia đình chưa được nghiên cứu 
thỏa đáng. 

0

1

2

3

4

5
Sản phẩm từ tằm sắn

Cải thiện thu nhập nhờ 
tằm sắn

Gắn với thị trường sản 
phẩm tằm sắn

Tổ chức quản lý dự án 
địa phương

Sự tham gia của hộ 
nghèo, dân tộc

Nâng cao năng lực về 
kỹ thuật tằm sắn cho 

hộ nghèo, dân tộc

Nâng cao năng lực 
cho cán bộ cấp 
tỉnh, huyện, xã

Quỹ quay vòng vốn

Trung tâm tằm sắn

Xói mòn, bạc màu đất 
trồng sắn

Môi trường nuôi tằm 
trong nhà, bệnh hại 

tằm

Tác động của dự án về Kinh tế - Xã hội - Môi trường

Xếp hạng khi bắt đầu dự án
1: Rất kém; 5: Rất tốt

Xếp hạng sau 2 năm thực hiện dự 
án
1: Rất kém; 5: Rất tốt
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3.2.2 Đánh giá mức độ quan tâm, tiếp nhận và khả năng duy trì lan rộng sản 
xuất của các hộ, địa phương 

Vấn đề là sau khi kết thúc dự án thì khả năng duy trì và lan rộng công nghệ đã chuyển giao 
được người dân xác định như thế nào? Một công cụ tự đánh giá sự thay đổi thái độ, hành vi ở 
giai đoạn kết thúc dự án cần được tiến hành, người dân được hướng dẫn và tự đánh giá thái độ 
và ứng xử của mình trong thời gian đến như thế nào đối với việc tiếp nhận kỹ thuật sản xuất 
mới. 

Ví dụ có 97 hộ tham gia dự án tằm sắn ở các thôn làng dự án của 6 xã tham gia tự đánh giá, 
mỗi người tự xác định cho mình một nấc thang đã đi đến và quyết định của gia đình họ sẽ làm 
gì khi dự án kết thúc đối với việc nuôi tằm sắn và sản xuất tơ lụa. 

Có 7 nấc thang thuộc 3 cấp độ đã được đưa ra để từng hộ lựa chọn. Trong đó: 

- Cấp độ 1: Có sự hỗ trợ của dự án,  bao gồm 3 bậc: Biết về tằm sắn, quan tâm và tự tin 
về kỹ thuật 

- Cấp độ 2: Bắt đầu thực hiện chủ động, bao gồm 2 bậc: Chấp nhận, mong muốn áp 
dung 

- Cấp độ 3: Sở hữu, quyết định, bao gồm 2 bậc: Thúc đNy nhân rộng, phát triển có hệ 
thống 

Cấp độ và cấp bậc càng lên cao thì khả năng áp dụng, phát triển công nghệ mới càng bền 
vững và có hiệu quả. 

Kết quả tự đánh giá của 97 hộ đã được tổng hợp theo các thôn, xã và tổng hợp chung để xác 
định được tiến bộ đạt được cũng như xu thế sau kết thúc dự án ra sao 

Bảng 18 Kết quả số hộ tự đánh giá sự thay đổi hành vi thái độ đối với việc tiếp nhận công nghệ 
của dự án tằm sắn 

Địa phương Cấp độ 1: Có hỗ trợ từ dự án Cấp độ 2: Bắt đầu 
thực hiện chủ động 

Cấp độ 3: Sở hữu, 
quyết định 

Tổng 
số hộ 
đánh 
giá 

Tỉnh Xã Thôn Biết về 
tằm sắn 

Quan 
tâm 

Tự tin 
về kỹ 
thuật 

Chấp 
nhận 

Mong 
muốn áp 
dụng 

Thúc đẩy 
nhân 
rộng 

Phát 
triển có 
hệ 
thống 

 

Dăk 
Nông 

Nhân 
Cơ 

Thôn 12, 
17, Bu 
Dấp 4 4 7 7 0 0 0 22 

Dăk 
Rtih 

Thôn 2, 
3, Bu 
Dach 0 0 3 2 5 1 0 11 

Kon 
Tum 

Dăk 
Trăm Các thôn 0 5 0 5 10 4 0 24 

Ngọc 
Tụ Các thôn 0 1 1 6 2 2 0 12 

Gia 
Lai Cửu An 

An Bình, 
An Điền 
Nam 1 5 14 0 0 0 0 20 

Tú An Pơ Nang 0 1 3 4 0 0 0 8 

Tổng số hộ đánh giá 5 16 28 24 17 7 0 97 
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Trên cơ đó tính tỷ lệ % hộ mong muốn ở nấc thang nào sau khi kết thúc dự án và chia thành 3 
nhóm: i) Chưa tiếp nhận được kỹ thuật đầy đủ (Bao gồm 2 nấc thang: Biết về tằm sắn và quan 
tâm), ii)  Tiếp nhận kỹ thuật (Bao gồm 2 nấc thang: Tự tin về kỹ thuật và chấp nhận), iii) 
Mong muốn áp dụng, nhân rộng (Bao gồm 3 nấc thang: Mong muốn áp dụng, Thúc đNy nhân 
rộng và phát triển có hệ thống) 

Bảng 19 Kết quả % số hộ tự đánh giá sự thay đổi hành vi thái độ đối với việc tiếp nhận công 
nghệ tằm sắn 

Địa phương 

Cấp độ 1: Có hỗ trợ từ 
dự án 

Cấp độ 2: Bắt 
đầu thực hiện 
chủ động 

Cấp độ 3: Sở 
hữu, quyết 
định 

Tỉnh Xã Thôn 

Biết 
về 
tằm 
sắn 

Quan 
tâm 

Tự tin 
về kỹ 
thuật 

Chấp 
nhận 

Mong 
muốn 
áp 
dụng 

Thúc 
đẩy 
nhân 
rộng 

Phát 
triển 
có hệ 
thống 

Dăk 
Nông 

Nhân Cơ 

Thôn 12, 
17, Bu 
Dấp 18% 18% 32% 32% 0% 0% 0%

Dăk Rtih 

Thôn 2, 3, 
5 (Bu 
Dach) 0% 0% 27% 18% 45% 9% 0%

Kon Tum 

Dăk Trăm 

Các thôn 
xã Dăk 
Trăm 0% 21% 0% 21% 42% 17% 0%

Ngọc Tụ 

Các thôn 
xã Ngọc 
Tụ 0% 8% 8% 50% 17% 17% 0%

Gia Lai 

Cửu An 

An Bình, 
An Điền 
Nam 5% 25% 70% 0% 0% 0% 0%

Tú An 
 

Pơ Nang 
0% 13% 38% 50% 0% 0% 0%

% Trung bình hộ tham gia tằm 
sắn tự đánh giá 5% 16% 29% 25% 18% 7% 0%
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H
 

Kết quả tổ
dự án tằm 

- Chư
- Tiếp
- Mo

 

Như vậy đ
sắn cho hộ
hộ đã tự tin
họ còn cần
số hộ tham
muốn tham

Cụ thể hơn
nhóm:  

- Mo
R’T
dân

- Khô
Nôn
tiềm
khô

 

Hình 12 Tỷ

ổng hợp chu
sắn như sau

ưa tiếp nhận
p nhận đượ
ng muốn áp

đến giai đoạ
ộ gia đình v
n về kỹ thuậ
n xem xét th
m gia không
m gia vào sả

n đến từng

ng muốn ti
Tih (Dăk Nô
n tộc thiểu số
ông mong m
ng), Cửu An
m năng đất d
ông hấp dẫn

Chư
đượ

Tỷ 

ỷ lệ số hộ tha

ung cuối cùn
u: 

n được kỹ th
c kỹ thuật, t
p dụng và nh

ạn kết thúc 
à thôn làng
ật nuôi tằm 
hêm các điề
g đầy đủ, c
ản xuất tằm 

g thôn xã dự

iếp tục phát
ông), Dăk T
ố nghèo, mo
muốn tiếp tụ
n và Tú An 
dai, lao độn

n được họ. 

ưa tiếp cận 
ợc kỹ thuật 
đầy đủ

21%

lệ % hộ th

ay đổi hành v

ng cho thấy

huật đầy đủ
tự tin: 54%
hân  rộng: 2

dự án, có 2
g mình với m

sắn, nhưng 
ều kiện khác
chưa tự tin 
sắn trong th

ự án, kết q

t triểm tằm 
Trăm và Ngọ
ong muốn c
ục nuôi tằm
(Gia Lai). Đ

ng, ngành ng

Tiếp n
thu

hay đổi hàn
vùn

i thái độ đối v

y sự thay đổ

: 21% 

25% 

25% số hộ c
mong muốn
chưa chắc 

c của gia đì
về kỹ thuậ

hời gian đến

quả tổng hợ

sắn và tơ lụ
ọc Tụ (Kon 
có thêm cơ h
m sắn: Bao 
Đây chủ yếu
ghề, .. và thu

hận kỹ 
uật d

54%

nh vi thái độ
ng dự án

với sản xuất 

ổi thái độ, h

chắc chắn m
n có thêm si
chắn là sẽ t
ình cũng nh
ật cũng như
n. 

ợp cho thấy

ụa: Bao gồm
Tum). Đây

hội về kinh 
gồm các thô
u là các thô
u nhập cao;

Mong muố
dụng, nhân 

25

ộ với nuôi 

tằm sắn sau 

hành vi của 

muốn tiếp tụ
inh kế và th
tiếp tục nuô
hư bối cảnh
ư chắc chắc 

y có sự phâ

m các thôn 
y chủ yếu là

tế, 
ôn thuộc xã

ôn khá giả, n
 do vậy thu

n áp 
rộng

5%

tằm sắn 

 

2 năm 

các hộ tham

ục phát triển
hu nhập. Có
i nữa hay kh

h xã hội. Có
sẽ không m

ân loại thàn

thuộc xã Dă
à các thôn ng

ã Nhân Cơ (
người kinh, 
u nhập từ tằm

m gia 

n tằm 
ó 54% 
hông, 

ó 21% 
mong 

nh hai 

ăk 
gười 

(Dăk 
có 

m sắn 
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Hình 13 Tỷ lệ số hộ thay đổi hành vi thái độ đối sản xuất tằm sắn sau 2 năm ở các thôn, xã dự án 
 

Cấp độ 1: Có sự hỗ trợ từ dự án Cấp độ 2: Bắt đầu tự 
thực hiện 

Cấp độ 3: Sở hữu, quyết 
định 

 
 

Phát triển 
có hệ 
thống 

 
 

Thúc đẩy 
nhân rộng  

 
 

Mong 
muốn áp 

dụng 
 

  

 
 

Chấp nhận
    

 
 

Tự tin về 
kỹ thuật 

 
    

 
 Quan tâm      

 
Biết về tắm 

sắn 
      

Hình 14 Bậc thang thay đổi hành vi thái độ đối với phát triển tằm sắn của 6 xã tham gia dự án tại thời 
điểm kết thúc 

 

36%

0%

21%
8%

30%

13%

64%

45%

21%

58%
70%

88%

0%

55% 58%

33%

0% 0%

Thôn 12, 17, Bu 
Dấp

Thôn 2, 3, Bu 
Dach

Các thôn Các thôn An Bình, An 
Điền Nam

Pơ Nang

Nhân Cơ Dăk Rtih Dăk Trăm Ngọc Tụ Cửu An Tú An

Dăk Nông Kon Tum Gia Lai

Tỷ lệ % số hộ thay đổi hành vi thái độ đối với nuôi tằm sắn ở 6 xã dự 
án

Chưa tiếp cận được kỹ thuật đầy đủ Tiếp nhận kỹ thuật Mong muốn áp dụng, nhân rộng

Xã Nhân 
Cơ

Xã Cửu 
An

Xã Tú An 

Xã Dăk 
Trăm 

Xã Dăk 
R’Tih 

Xã Ngọc 
Tụ
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Sustainability is multi-dimensional. The checklist therefore  consists of questions 
relating to 4 main dimensions of development i.e. Social, Human and Institutional, 
Economic and Financial, and Environmental. 

 

Sù bÒn v÷ng cã tÝnh chÊt Liªn lÜnh vùc. Do vËy danh môc nμy gåm nh÷ng c©u hái vÒ 
bèn lÜnh vùc chÝnh cña ph¸t triÓn ®ã lμ: X· héi, Con ng−êi vμ ThÓ chÕ, Kinh tÕ Tμi 
chÝnh, vμ M«i tr−êng.  

 

Project  title/Tªn dù ¸n:……………………………………………………………………………….…………………… 

ASSESSMENT BY/Tªn ng−êi ®¸nh gi¸:…………………………………………………….……………………………. 

DATE/Ngμy ®¸nh gi¸:.………………………………….…………………….……………………………………………….. 
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OBJECTIVES OF THE CHECKLIST: the checklist aims at: 

 Raising awareness toward sustainability among SDC supported staff, partners and stakeholders. 
 Providing key questions to help periodically assessing the sustainability that the development project/program aims at or 

contribute to before, during and after implementation phases. 
 Giving a basis for discussing and addressing the issues on sustainability between SDC supported staff, partners and 

stakeholders. 
WHEN TO USE THE CHECKLIST: The checklist is to be used in planning, monitoring and evaluation phases of a 
development project. 

HOW TO USE: This checklist is used as a self-assessment and/or external assessment tool. For both cases, various assigned 
individuals or groups of stakeholders complete the checklist to:  

1. Answer the items of each Dimension by marking in the given box the score according to the assessment of the situation. 
The marks will reflect the state of sustainability for each Dimension. 

2. Analyse the results, give supplementary information/ideas (if necessary), 
3. Share and compare findings with other stakeholders, and assess the dimension(s), which require reinforcements.  
4. Discuss the solutions for issues that need improvement or adjustment. 
5. Monitor regularly the process of improvement of sustainability 
Electronic versions of the checklist are available at SDC Mekong Region Coordination Office for adaptation to 
specific needs, or to include in reports or required project documents. 
WHO TO USE: The checklist is usable for all stakeholders of the project, especially SDC assigned programme staff, project 
appointed person for monitoring sustainability, project consultants and advisors.  

 

Môc tiªu cña danh môc: danh môc dïng ®Ó: 

 N©ng cao nhËn thøc vÒ bÒn v÷ng cña c¸n bé ch−¬ng tr×nh, nh©n viªn dù ¸n vμ c¸c bªn cã liªn quan trong 
c¸c dù ¸n ph¸t triÓn cña SDC. 

 §−a ra mét sè c©u hái then chèt dïng cho ®¸nh gi¸ th−êng kú tÝnh bÒn v÷ng mμ dù ¸n muèn ®¹t ®−îc, hoÆc 
dù ¸n gãp phÇn duy tr× vμ ®Èy m¹nh. 

 T¹o c¬ së th¶o luËn vμ gi¶i quyÕt nh÷ng vÊn ®Ò liªn quan ®Õn bÒn v÷ng cho c¸n bé ch−¬ng tr×nh, nh©n viªn 
dù ¸n vμ c¸c bªn cã liªn quan. 

 
Thêi ®IÓm sö dông: Danh môc nμy ®−îc sö dông trong giai ®äan x©y dùng kÕ häach, gi¸m s¸t vμ ®¸nh gi¸ dù 
¸n ph¸t triÓn. 

C¸ch sö dông: Danh môc nμy ®−îc sö dông nh− mét c«ng cô ®Ó ®¸nh gi¸ néi bé hay ®¸nh gi¸ kh¸ch quan. 
§èi víi c¶ hai tr−êng hîp, nh÷ng c¸ nh©n hay nhãm c¸n bé ®−îc chØ ®Þnh thùc hiÖn viÖc ®¸nh gi¸ ®Òu sö dông 
danh môc theo thø tù sau: 
 
1. Dùa vμo ph©n tÝch t×nh h×nh cô thÓ, tr¶ lêi c¸c c©u hái cho tõng LÜnh vùc b»ng c¸ch cho ®iÓm vμo c¸c « song 

song. Con sè hay ký hiÖu mμ b¹n chän sÏ thÓ hiÖn t×nh tr¹ng bÒn v÷ng cña tõng LÜnh vùc. 
2. Ph©n tÝch kÕt qu¶, cung cÊp thªm th«ng tin hay ý kiÕn (nÕu cÇn). 
3. Chia xÎ vμ so s¸nh c¸c kÕt qu¶ t×m ®−îc víi c¸c c¸ nh©n, ®¬n vÞ cã liªn quan trong dù ¸n, vμ ®¸nh gi¸ xem 

LÜnh vùc nμo cÇn c¶i thiÖn. 
4. Th¶o luËn vÒ gi¶i ph¸p cho nh÷ng néi dung cÇn c¶i thiÖn hay ®iÒu chØnh. 
5. Gi¸m s¸t th−êng xuyªn qu¸ tr×nh hç trî c¶i thiÖn t×nh tr¹ng bÒn v÷ng. 
PhÇn mÒm b¶n danh môc nμy cã t¹i v¨n phßng SDC t¹i Hμ Néi. C¸c dù ¸n cã thÓ lÊy phÇn mÒm nμy  ®Ó 
thay ®æi néi dung ®¸nh gi¸ tuú theo t×nh h×nh cña tõng dù ¸n, hoÆc ®Ó göi kÌm theo b¸o c¸o hay c¸c tμi 
liÖu dù ¸n cã liªn quan.   

®èi t−îng sö dông: Mäi ®èi t−îng tham gia dù ¸n, ®Æc biÖt lμ c¸c bé ch−¬ng tr×nh cña SDC, thμnh viªn cña 
dù ¸n chÞu tr¸ch nhiÖm vÒ gi¸m s¸t t×nh tr¹ng bÒn v÷ng, chuyªn gia t− vÊn vμ cè vÊn dù ¸n ®Òu cã thÓ sö dông 
Danh môc nμy. 
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SOCIAL DIMENSION - lÜnh vùc x· héi 

Note:  Give:     if: "Yes "            1  "Partially"           "No"            "Need more information" 

Chó ý: §iÓm     nÕu c©u tr¶ lêi lμ: "Cã"    1  "Mét phÇn"        "Kh«ng"           " CÇn thªm th«ng tin" 

                     
Mark/cho ®iÓm 

S.1 Are needs of the beneficiaries well considered during project identification and planning processes? 
Nhu cÇu cña ng−êi h−ëng lîi cã ®−îc c©n nh¾c kü cμng trong qu¸ tr×nh x¸c ®Þnh vμ lËp kÕ ho¹ch dù ¸n? 

 

S.2 Are the people concerned/stakeholders involved in decision making at different steps of the project cycle? 
Nh÷ng c¸ nh©n, ®èi t¸c, bªn h÷u quan  cã tham gia vμo qu¸ tr×nh ra quyÕt ®Þnh trong c¸c kh©u cña dù ¸n? 

 

S.3.a Is Gender equity properly promoted, and put into practice?  
VÊn ®Ò C«ng b»ng giíi vμ ho¹t ®éng lång ghÐp Giíi cã ®−îc thóc ®Èy vμ  thùc hiÖn kh«ng? 

 

S.3.b If Gender is not yet mainstreamed, are there steps clearly established towards this? 
NÕu viÖc lång ghÐp giíi ch−a ®−îc thùc hiÖn,  ®· cã kÕ ho¹ch nμo ®Ó tiÕn hμnh c«ng viÖc nμy ch−a? 

 

S.4 Are local implementing partners empowered to increase their ownership in the whole project cycle? 
C¸c ®èi t¸c ®Þa ph−¬ng cã ®−îc trao quyÒn ®Ó t¨ng tÝnh së h÷u vÒ dù ¸n? 

 

S.5 Are local socio-cultural specificities taken into account (e.g. ethnic minorities)? 
Nh÷ng ®Æc ®iÓm vÒ v¨n ho¸ x· héi cã ®−îc coi träng kh«ng (vÝ dô: vÊn ®Ò ng−êi d©n téc thiÓu sè)? 

 

S.6 Are positive aspects of indigenous traditions and customs taken into account? 
Nh÷ng ®iÓm tÝch cùc cña b¶n s¾c v¨n ho¸ vμ phong tôc truyÒn thèng cã ®−îc t«n träng kh«ng? 

 

S.7 Are relevant indigenous technologies/techniques and knowledge utilised and enhanced? 
Nh÷ng c«ng nghÖ vμ kiÕn thøc mang tÝnh truyÒn thèng cã ®−îc sö dông vμ c¶i tiÕn  kh«ng? 

 

S.8 
Does the project’s interventions contribute to achieving the country's Comprehensive Poverty Reduction and Growth Strategy? 
C¸c ho¹t ®éng cña dù ¸n cã gãp phÇn vμo viÖc thùc hiÖn vμ hoμn thμnh ChiÕn l−îc Toμn diÖn vÌ T¨ng tr−ëng vμ Xo¸ 
®ãi gi¶m nghÌo kh«ng? 
 

 

S.9 
Will the project results contribute to advancing the equitable access to services, knowledge and production factors? (with regards to 
gender, ethnic groups, socio-economic disadvantaged groups) 
LiÖu nh÷ng kÕt qu¶ do dù ¸n mang l¹i cã gãp phÇn t¹o sù tiÕp cËn c«ng b»ng tíi c¸c dÞch vô, kiÕn thøc vμ ph−¬ng thøc 
s¶n xuÊt kh«ng? (cho 2 giíi, cho c¸c nhãm d©n téc thiÓu sè vμ cho c¸c nhãm yÕu thÕ, v.v) 

 

S.10 Is there a high probability of having conducive social policies at least at the end of the external support? 
LiÖu cã kh¶ n¨ng khi  hç trî kÕt thóc, mét sè chÝnh s¸ch  x· héi tÝch cùc  ®−îc h×nh thμnh kh«ng? 

 

 

 

Main Observations/Nh÷ng ®¸nh gi¸ c¬ b¶n:

…………………………………………………………………………………………………………………………………………………………. 

…………………………………………………………………………………………………………………………………………………………. 

…………………………………………………………………………………………………………………………………………………………. 

 

Total mark is /Tæng sè ®iÓm là :.…...../20  
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HUMAN AND INSTITUTIONAL DIMENSION - LÜnh vùc con ng−êi vμ thÓ chÕ 

Note:  Give:     if: "Yes "           1  "Partially"           "No"             "Need more information" 

Chó ý: §iÓm    nÕu c©u tr¶ lêi lμ: "Cã "   1  "Mét phÇn"        "Kh«ng"           "   CÇn thªm th«ng tin" 

                                               
Mark/cho ®iÓm 

H.1 
Are there plans to build management capacities of implementing partners?  
Dù ¸n cã kÕ häach x©y dùng n¨ng lùc qu¶n lý cho c¸c ®èi t¸c tham gia thùc hiÖn kh«ng? 
 

 
 

H.2 

Are implementing partners' initiatives in planning, implementing and monitoring processes accounted for and are incorporated? 
C¸c s¸ng kiÕn do c¸c ®èi t¸c tham gia thùc hiÖn dù ¸n ®ãng gãp trong qu¸ tr×nh lªn kÕ häach, thùc hiÖn vμ gi¸m s¸t dù 
¸n cã ®−îc tiÕp nhËn vμ sö  dông kh«ng? 
 

 

H.3 
Is there an intention to create self-confidence and responsibility of the local stakeholders? 
Dù ¸n cã dù ®Þnh n©ng cao tÝnh tù chñ vμ tinh thÇn tr¸ch nhiÖm cña ®èi t¸c ®Þa ph−¬ng kh«ng? 
 

 

H.4 
Is there an aim to promote the development of both the implementing partners' institution and their human resources? 
Dù ¸n cã dù ®Þnh thóc ®Èy sù ph¸t triÓn cña c¬ quan chøc n¨ng tham gia thùc hiÖn dù ¸n còng nh− nh©n lùc cña hä 
kh«ng? 

 

H.5 
Is there a plan to assess, promote and monitor the capacity of the implementing agencies/partners in managing the project cycle? 
Dù ¸n cã kÕ ho¹ch ®¸nh gi¸, n©ng cao vμ gi¸m s¸t kh¶ n¨ng qu¶n lý dù ¸n cña ®èi t¸c h÷u quan  kh«ng? 
 

 

H.6 
Is there a plan for project phasing out and handing-over to the local partner, which takes into account the human and institutional 
resources? 
Dù ¸n cã c¨n cø vμo nguån lùc vμ thÓ chÕ cña m×nh  ®Ó chuÈn bÞ kÕ ho¹ch chuyÓn giao kh«ng? 

 

H.7 
Is it foreseen to make use of and enhance the local human resources in terms of knowledge, know-how and skills?  
Dù ¸n cã  tËn dông vμ ph¸t triÓn nguån nh©n lùc ®Þa ph−¬ng qua h×nh thøc sö dông kiÕn thøc, c¸ch lμm vμ kü n¨ng cña 
hä kh«ng? 

 

H.8 
Are there mechanisms for capitalising, sharing and replicating the project’s successful practices? 
Dù ¸n cã c¬ chÕ tæng hîp ®óc kÕt, chia xÎ vμ vËn dông c¸c c¸ch lμm cã hiÖu qu¶ ra diÖn réng kh«ng? 
 

 

H.9 
Are there appropriate incentive systems and working facilities to enable efficient and effective undertakings? 
Dù ¸n cã t¹o ®iÒu kiÖn lμm viÖc tèt còng nh− x©y dùng ®−îc mét c¬ chÕ khuyÕn khÝch vÒ vËt chÊt vμ t×nh thÇn  nh»m 
®Èy m¹nh tÝnh hiÖu qu¶ trong c«ng viÖc kh«ng? 

 

H.10 

Is there a plan to reinforce the capacities of the implementing partners for using participatory tools in needs 
assessment, and identification of problems and solutions? 
Dù ¸n cã kÕ ho¹ch n©ng cao  kh¶ n¨ng thùc hiÖn dù ¸n  cña ®èi t¸c tham gia thùc hiÖn dù ¸n qua viÖc ¸p dông  c¸c 
c«ng cô ®¸nh gi¸ cã tham gia, qua ph©n tÝch vμ gi¶i quyÕt vÊn ®Ò khã kh¨n kh«ng?

 

H.11 

Are values, objectives and strategies made transparent among all stakeholders for effective and successful collaboration? 
LiÖu c¸c gi¸ trÞ, môc tiªu vμ chiÕn l−îc cña dù ¸n cã ®−îc tr×nh bμy râ rμng cho c¸c bªn h÷u quan cña dù ¸n nh»m ®¹t 
®−îc sù hîp t¸c hiÖu qu¶ kh«ng? 
 

 

H.12 
Are project management structures and regulations made relevant, transparent and applicable for all stakeholders? 
LiÖu c¬ chÕ vμ nguyªn t¾c  cña dù ¸n cã ®−îc x©y dùng mét c¸ch phï hîp, minh b¹ch vμ dÔ thùc hiÖn ®èi víi c¸c bªn 
h÷u quan kh«ng? 

 

 

 

Main Observations/Nh÷ng ®¸nh gi¸ c¬ b¶n:

…………………………………………………………………………………………………………………………………………………………. 

 

Total mark is/Tæng sè ®iÓm lμ:.…...../24  
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ECONOMIC AND FINANCIAL DIMENSION -  lÜnh vùc kinh tÕ vμ tμI chÝnh 

Note:  Give:     if: "Yes "            1  "Partially"           "No"            "Need more information" 

Chó ý: §iÓm     nÕu c©u tr¶ lêi lμ: "Cã "   1  "Mét phÇn"        "Kh«ng"              "CÇn thªm th«ng tin" 

 

Mark/cho ®iÓm 

EF.1 Are local contributions called for, mobilised and ensured? 
Nh÷ng ®ãng gãp cña ®Þa ph−¬ng cã ®−îc kªu gäi, huy ®éng vμ ®¶m b¶o kh«ng? 

 

EF.2 
Is local financial affordability considered from the outset? 
TÝnh bÒn v÷ng vÒ tμi  chÝnh cña ®Þa ph−¬ng cã ®−îc ghi nhËn ngay tõ giai ®äan x¸c ®Þnh dù ¸n kh«ng?  

EF.3 
Are there strategies /plans to ensure financial viability at the end of the external support? 
Dù ¸n cã chiÕn l−îc hay kÕ häach nh»m ®¶m b¶o kh¶ n¨ng duy tr× tμi chÝnh cho dù ¸n khi hÕt hç trî bªn ngoμI?  

EF.4 
Are there commitments to ensure financial viability at the end of the external support? 
C¸c bªn h÷u quan cã cam kÕt ®¶m b¶o nguån tμi  chÝnh ®Ó duy tr× dù ¸n sau khi hÕt hç trî bªn ngoμI?  

EF.5 
Is there an effective system of financial management and internal controlling system to avoid corruption and inefficiencies? 
Dù ¸n cã hÖ thèng qu¶n lý vμ kiÓm so¸t tμi chÝnh nh»m tr¸nh t×nh tr¹ng tham « vμ sö dông kh«ng hiÖu qu¶ kh«ng?  

EF.6 
Is there a plan to harmonise the financial control and management systems of all parties concerned to ensure 
transparency and efficiency?  
C¸c bªn h÷u quan cã kÕ häach hμi hoμ thñ tôc vÒ kiÓm so¸t vμ qu¶n lý tμi chÝnh ®Ó ®¶m b¶o sù minh b¹ch vμ hiÖu qu¶ 

 

EF.8 
Is there an approach to support the Public Sector to work towards complementing the Private Sector and to help avoid 
inefficiencies? 
Dù ¸n cã dù ®Þnh  hç trî Khu vùc t− nh©n ®Ó phèi hîp  víi Khu vùc nhμ n−íc nh»m  tr¸nh l·ng phÝ nguån lùc kh«ng?

 

EF.9 
Are the economic benefits from the project clearly larger than the costs? 
LiÖu nh÷ng lîi Ých kinh tÕ tõ dù ¸n cã lín h¬n chi phÝ ®Çu vμo kh«ng?  

 

 

 

 

Main Observations/Nh÷ng ®¸nh gi¸ c¬ b¶n:

…………………………………………………………………………………………………………………………………………………………. 

…………………………………………………………………………………………………………………………………………………………. 

 

 

 

 

 

 

  

Total mark is/Tæng sè ®iÓm lμ:.…...../18  
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ENVIRONMENTAL DIMENSION - lÜnh vùc m«I tr−êng 

Note:  Give:     if: "Yes "            1  "Partially"           "No"            "Need more information" 

Chó ý: §iÓm     nÕu c©u tr¶ lêi lμ: "Cã "   1  "Mét phÇn"        "Kh«ng"              "CÇn thªm th«ng tin" 

Mark/cho ®iÓm 

         
EN.1 

Is there an assessment of the project’s possible environmental side effects? 
Dù ¸n cã tæ chøc ®¸nh gi¸ nh÷ng ¶nh h−ëng  cã thÓ ®em l¹i ®èi víi m«i tr−êng kh«ng?   

EN.2 
Are environmental agencies/organisations consulted during the planning process? 
Nh÷ng c¬ quan, ban nghμnh ho¹t ®éng vÒ m«i tr−êng cã ®−îc tham vÊn trong qu¸ tr×nh x©y dùng dù ¸n kh«ng?  

EN.3 
Will the project also aim at increasing the capacity of local partners to utilise and manage effectively the local natural resources? 
Dù ¸n cã dù  ®Þnh n©ng cao kh¶ n¨ng khai th¸c vμ qu¶n lý  cã hiÖu qu¶ tμi nguyªn thiªn nhiªn kh«ng cho ®èi t¸c?  

EN.4 
Is there an aim to avoid irreversible environmental effects and minimise risks and negative environmental effects of the project? 
Dù ¸n cã dù ®Þnh phßng vμ tr¸nh c¸c ¶nh h−ëng do dù ¸n g©y ra kh«ng, vμ dù ®Þnh phßng tr¸nh c¸c rñi ro vμ  ¶nh 
h−ëng tiªu cùc lªn m«i tr−êng mμ dù ¸n cã thÓ g©y ra  kh«ng? 

 

EN.5 
Are local and international environmental laws considered and followed? 
LuËt ph¸p vμ quy ®Þnh vÒ b¶o vÖ m«i tr−êng t¹i ®Þa ph−¬ng cã ®−îc xem xÐt vμ tu©n thñ kh«ng?  

EN.6 
Is there a programme to measure the environmental impact? 
Dù ¸n cã ch−¬ng tr×nh kiÓm nghiÖm c¸c t¸c ®éng cña dù ¸n lªn m«i tr−êng kh«ng?  

EN.7 
Are there clear environmental benefits from the project? 
Cã lîi Ých râ rμng tõ dù ¸n lªn m«i tr−êng kh«ng?  

EN.8 
Is there a specific person/or organisation taking care of environmental issues during the project implementation process? 
Ban quan lý dù ¸n cã chØ ®Þnh mét thμnh viªn cña ban chÞu tr¸ch nhiÖm vÒ c¸c vÊn ®Ò cã liªn quan ®Õn m«i tr−êng?   

 

 

Main Observations/Nh÷ng ®¸nh gi¸ c¬ b¶n: 

…………………………………………………………………………………………………………………………………………………………. 

…………………………………………………………………………………………………………………………………………………………. 

…………………………………………………………………………………………………………………………………………………………. 

…………………………………………………………………………………………………………………………………………………………. 

…………………………………………………………………………………………………………………………………………………………. 

 

 

 

 

 

 

 

 

Total mark is/Tæng sè ®iÓm lμ:.…...../16  
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TOTAL MARKS FOR EACH DIMENSION - TæNG Sè §IÓM CHO TõNG LÜNH VùC 

 
SOCIAL 
X· HéI 

HUMAN AND INSTITUTIONAL 
Con ng−êi vμ thÓ chÕ 

ECONOMIC/ FINANCIAL 
Kinh tÕ vμ tμI  chÝnh 

ENVIRONMENT 
M«I tr−êng

 
 
 
 
 
OVERALL ASSESSMENT - §¸nh gi¸ chung vÒ  bÒn v÷ng 

 
UNSTAINABLE 

KH¤NG BÒN V÷NG 
FAIRLY UNSUSTAINABLE 
CH¦A §¦îc bÒn v÷ng 

MODERATELY SUSTAINABLE 
BÒn v÷ng 

HIGHLY SUSTAINABLE 
RÊt bÒn v÷ng 

 
 
 
 

 
POINTS FOR DISCUSSION 

NH÷NG §IÓM CÇN TH¶O LUËN 

…………………………………………………………………………………………………………………………………………………… 
………. 
……………………………………………………………………………………………………………………………………………………
………. 
……………………………………………………………………………………………………………………………………………………
………. 
……………………………………………………………………………………………………………………………………………………
………. 
……………………………………………………………………………………………………………………………………………………
………. 
……………………………………………………………………………………………………………………………………………………
………. 
……………………………………………………………………………………………………………………………………………………
………. 
……………………………………………………………………………………………………………………………………………………
………. 
 
 
 
 
 
 
 
 
 
 

RECOMMENDATIONS AND MEASURES TO BE TAKEN 

KHUYÕN NGHÞ vμ PH¦¥NG H¦íng c¶I thiÖn 
………………………………………………………………………………………………………………………………………………………… 

………………………………………………………………………………………………………………………………………………………… 

………………………………………………………………………………………………………………………………………………………… 

………………………………………………………………………………………………………………………………………………………… 

………………………………………………………………………………………………………………………………………………………… 

………………………………………………………………………………………………………………………………………………………… 

………………………………………………………………………………………………………………………………………………………… 
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In 1992 the European Commission adopted “Project
Cycle Management” (PCM) as its primary set of
project design and management tools (based on the
Logical Framework Approach), and a first PCM
manual was produced in 1993.  The manual was
subsequently updated in 2001, shortly after the
publication of the EC’s most recent Development
Policy document (April 2000). 


A decision was made in early 2003 to update the PCM
manual again (now referred to as the PCM
‘Guidelines’) as a result of: 


• experience gained through implementing the
‘new’ development policy;


• issues raised by the ongoing international debate
on aid effectiveness; and


• feedback from participants attending PCM
training


The main refinements that have been made include: 


Nevertheless, much of the core material/information
presented in the previous PCM Manual and
Handbook remains relevant and has therefore been
incorporated in this latest version.


1.1 Purpose of the guidelines


These Guidelines have been prepared to support
ongoing improvements in the quality of EC develop-
ment assistance.  Quality is defined primarily in terms
of the relevance, feasibility and effectiveness of the
programmes and projects supported with EC funds,
including how well they are managed.  


More specifically, the Guidelines aim to support good
management practices and effective decision making
throughout the project management cycle – from
programming, through to identification, formula-
tion, implementation and evaluation.  The Guide-
lines aim to promote consistency and clarity of
approach, while allowing for the operational
flexibility required of a dynamic and diverse external
assistance programme.  


The Guidelines therefore provide: 


• A description of the policy framework within
which EC development assistance is provided,
and the role of the project in relation to other
aid delivery modalities;1
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1 See also the ‘Guidelines for EC Support to Sector Programmes’ and ‘Guide to the programming and implementation of Budget Support to third countries’. 


1. INTRODUCTION


1. Clarifying the main implications of the EC’s
Development Policy with regard to the choice
of aid delivery modality (namely projects,
sector policy support programmes and/or
budgetary aid);


2. Highlighting the importance of conducting 
an appropriate level of institutional and
organisational capacity assessment during
project identification and formulation; 


3. Removing ‘Financing’ as a single stage in the
cycle, given that the financing decision is
taken at different times depending on the EC
Regulation under which projects are financed
(sometimes at the end of ‘Identification’ and
sometimes after ‘Formulation’);


4. Incorporating some additional information on
operational tasks and responsibilities at each
stage of the cycle;


5. Providing a set of key quality attributes,
criteria and standards (the Quality Frame) 
that can be consistently applied through 
the identification, formulation and implemen-
tation stages of the project cycle; and


6. Updating the Guidelines on the Logical
Framework Approach and providing reference
to some additional analytical tools which can
support effective PCM.







• An operational framework within which staff of
the RELEX family (EuropeAID, DG Development
and DG External Relations) and other
stakeholders can make effective and timely
decisions related to Project Cycle Management; 


• A description of key tasks, quality assessment
criteria, documented information requirements
and decision options at each stage of the cycle; 


• A description of key tools that support effective
PCM; and


• A resource to support training in PCM.  


The Guidelines do not describe detailed operational
and financial procedures, which are addressed
separately in other official EC documents dealing with
Financial Regulations. 


The Guidelines should be used as an important
reference and resource, but not as a substitute for
experience, professional judgment and initiative.


Project cycle management is a complex and creative
process – as much art as science – involving the
negotiation of decisions acceptable to key stakeholder
groups.  Teamwork, negotiation and communication
skills are thus central to effective PCM, as is an
appreciation of the political context within which
decisions are being made.  


PCM provides an overall analytical and decision
making framework, which must nevertheless be
complemented by the application of other specific
‘technical’ and ‘process’ tools.  Thus, the Guidelines
should also be used in conjunction with other
important EC reference documents relevant to
specific sectors (e.g. Transport, health, education), to
specific cross-cutting issues (e.g. good governance 
and human rights, gender, environment) and to
specific assessment tools (e.g. Economic and Financial
Analysis).
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Figure 1 – The Task Manager’s Web of Relationships







1.2 Users and use


While the Guidelines are primarily targeted at EC
Task/Project Managers (at Delegations and in Brussels)
and their official partners in third countries, they
should also assist other stakeholders such as NGOs,
non-state bodies and consultants who are engaged in
the design and delivery of EC supported projects and
programmes.  


The Guidelines can be used in a variety of ways,
depending on the experience and work responsibili-
ties of the reader.  Newcomers to Project Cycle
Management should familiarise themselves with
Sections 2 to 4 of the Guidelines (Part 1) before
referring to the Tools in Sections 5 to 9 (Part 2). 


Those more experienced with PCM, and who are
conversant with the EC’s Development Policy
(including the use of Sector Policy Support Programmes
and Budgetary Aid), should focus on reading the 
PCM Operational Guidelines (Section 4), and should
familiarise themselves with the Tools in Part 2 
(Sections 5 to 9).  


Once a reader is familiar with the general content of
the Guidelines, it is expected that the primary points
for ongoing reference will be the Quality Criteria
provided at each main stage of the project cycle
(Section 4) and the Tools (in Sections 5 to 9).


1.3 Overview of contents
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Section Summary description


PART 1
Section 2 – EC Development Policy


This section sets out the broad policy
context within which Project Cycle
Management takes place


Section 3 – Role of the project


This section provides an overview of the
project approach as an EC aid delivery
mechanism


Section 4 – PCM operational guidelines


This section provides an overview of
Project Cycle Management and an opera-
tional description of each stage of the
project cycle


PART 2
Sections 5 to 9 – Tools


These sections provide a description of
key tools that can be used to support
structured analysis and informed deci-
sion-making at various stages of the
project management cycle


Attachments


Based on the objectives for Development Cooperation set out in Article 177 of the EU Treaty, and
on priorities described in the EC’s Development Policy of April 2000, this section describes: 
(i) partnership strategies with developing countries; (ii) reasons for a new direction in aid policy
and the move towards greater use of Sector Programmes and Budgetary Aid; (iii) the key cross-
cutting development issues that need to be considered during the project management cycle;
(iv) the emphasis given to ownership and partnership, including the role of civil society; 
and (v) the need for harmonisation of donor policies and procedures.


This section of the Guidelines provides: (i) a definition of ‘the project’ (including the diversity of
project ‘types’); (ii) highlights some of the potential weaknesses of the project approach, 
(iii) introduces the main principles behind the EC’s approach to supporting Sector Programmes
and using Budgetary Aid; and (iv) provides a concluding summary of the main implications with
respect to the continued use of projects as an aid delivery mechanism. 


Project cycle management is described, including: (i) its purpose, (ii) key principles, 
(iii) stakeholders and responsibilities, (iv) decision options, (v) quality assessment criteria, 
and (vi) the key documents that are required.  The importance of effective teamwork and
communication are also emphasized.  
At each stage of the project cycle, key information is provided with respect to: (i) the purpose of
the stage, (ii) key tasks and responsibilities; (iii) analytical tools; (iv) quality assessment
criteria; (v) key EC documents; and (vi) decision options. 


These sections provide a detailed description of the Logical Framework Approach and reference
to a number of other complimentary tools, including: (ii) institutional/organisational capacity
assessment; (ii) monitoring and reporting tools; (iii) promoting participation and using group
facilitation/training skills; and (iv) preparing Terms of Reference for key studies.


The Attachments provide: (i) a glossary of key terms, and (ii) a list of useful reference
documents and information sources.







2.1 Partnership strategies 
with developing countries


Article 177 of the European Union (EU) Treaty sets out
the three broad areas for European Community (EC)
development cooperation.  These are:


• The fostering of sustainable economic and social
development;


• The smooth and gradual integration of the
developing countries into the world economy;
and


• The campaign against poverty.


Beyond these overarching Treaty objectives,
regulations and international agreements based on
geographical regions determine the specific EU/EC
cooperation objectives.  For example: 


• Relations between the countries of Africa, the
Caribbean and the Pacific (ACP) are set out in
the comprehensive trade and development
framework of the Lomé convention; 


• In Asia and Latin America (ALA) countries, the
emphasis is on strengthening the cooperation
framework and on making an effective
contribution to sustainable development,
security, stability and democracy; 


• With the Mediterranean (MEDA) countries,
emphasis is on the establishment of a zone of
peace, stability and prosperity, and on supporting
economic and political reform and transition;
and  


• With selected partner countries in Eastern Europe
and Central Asia, the TACIS program focuses its
activities on institutional and legal reform,
private sector and economic development,
environmental protection, rural economy and
nuclear safety.  


The EC has three principal means of action to pursue
its development objectives – political dialogue,
development cooperation and trade. Significant
emphasis is being placed by the EC on ensuring that
these dimensions are ‘Coherent, Complementary and
Coordinated’.  


2.2 New directions in development 
cooperation policy


In November 2000, the European Parliament and 
the Council of Ministers approved the communication
of the Commission on the ‘Policy of the European
Community for Development Cooperation’.  This sets out a
new strategic direction for the programming and
management of EC development assistance, based on
lessons learned from both EC and other international
evaluations of donor funded programmes and projects.  


Guiding principles behind this policy include:
(i) ownership by developing countries of their own
development process; (ii) increased attention to the
social dimension of growth and development,
including giving priority to poverty reduction and
the needs of vulnerable groups (including children,
women and the disabled); and (iii) an increased focus
on ‘results’.   


The main challenges to implementing these princi-
ples are: 


• adjusting intervention modalities to promote
‘local’ ownership and the effectiveness of aid;
and


• more effectively focusing programmes and
projects on poverty reduction. 
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To address these challenges, the EC is giving particular
attention to:


• streamlining aid delivery instruments;


• promoting the use of Sector Policy Support
Programmes and Budgetary Aid;


• increasing decentralisation of responsibilities to
the EC’s Delegations; and 


• promoting harmonisation with Member States
and other donors.


The implications of the EC’s decision to accelerate the
transition towards providing a greater proportion of its
development assistance through Sector Policy Support
Programmes (SPSPs)2 and the use of Budgetary Aid
(BA), rather than through using stand alone projects,
are described in more detail in Section 3.  


2.3 Cross cutting issues


Irrespective of the sector focus, delivery modality 
(e.g. budgetary aid or projects) or geographic location
of EC development assistance, there are a number of
critical cross-cutting development issues which must
be appropriately addressed throughout the project
management cycle.3


The key cross-cutting development issues are briefly
described in the table below:
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2 A SPSP is the EC’s instrument for planning and managing its financial support to the implementation of a partner government’s Sector Policy.
3 These cross-cutting issues can also be development objectives in themselves.


X-cutting issue Description


Good governance and human rights Good governance is defined as: ‘The transparent and accountable management of human, natural,
economic and financial resources for the purposes of equitable and sustainable development, in the
context of a political and institutional environment that upholds human rights, democratic principles
and the rule of law’. 


In order to give further focus to this broad definition, the EC has established six essential elements of
good governance, which should be applied to the design and implementation of EC-funded
programmes and projects in third countries.  These are:


• Support to democratization including support to electoral processes and electoral observation (with
an emphasis on participation and accountability)


• Promotion and protection of Human Rights (as defined in the international covenants and
conventions, respects of norms and non-discrimination)


• Reinforcement of the rule of law and the administration of justice (as to the legal framework, legal
dispute mechanisms, access to justice, etc)


• Enhancement of the role of non-state actors and their capacity building (as a partner in public
policy making and implementation)


• Public administration reform, management of public finances and civil service reform; and


•  Decentralisation and local government 


Reference should be made to the specific EC Guidelines on Good Governance for more detailed
information.  Consideration of general good governance issues is also built into the quality criteria
provided in these PCM Guidelines.


continued ➔
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X-cutting issue Description


Gender equality


Environmental sustainability


The United Nations Fourth World Conference on Women held in Beijing in 1995 established gender
equality as a basic principle in development cooperation.  Gender equality refers to equality of
opportunity, rights, distribution of resources and benefits, responsibilities for women and men in
private and public life and in the value accorded to male and female characteristics.  Promotion of
gender equality is not only concerned with women’s issues, but also covers broader actions to be taken
by both women and men.  An essential requirement for gender equality is that women should
participate in decision-making and political processes on an equal footing with men.


Gender disparities are deeply entrenched in policies, institutional and legal practices, households and
social relations.  Gender is therefore a cross-cutting issue that needs to be built into all aspects of
policy formulation, programme and project planning, institutional structures and decision making
procedures.  The process of integrating gender equality concerns across all these areas is known as
gender mainstreaming.  


References to various guidelines on gender equality and mainstreaming are provided at Attachment 2.


Sustainable development is development that meets the needs of current generations without
compromising the ability of future generations to meet their needs.  In this context, environment and
natural resources are capital that must be maintained in order to support sustained economic activity.
Protecting the environment thus preserves the very basis for development. 


Environmental sustainability refers to the need to protect biological and physical systems that support
life (e.g. ecosystems, the hydrological cycle and climatic systems).  Environmental sustainability is a
cross-cutting principle which needs to be integrated across all areas of decision making. 


This requires development planners to assess the environmental impact of all proposed policies,
programmes and projects, and to take action to minimize the adverse environmental impacts and to
take advantage of opportunities for environmental improvement.


References to various guidelines on environmental impact assessment are provided at Attachment 2.


Some specific reference documents on addressing the needs of disabled people are also provided at
Attachment 2. 


2.4 Ownership and participation


The quality of dialogue with partner countries
(government and civil society representatives) is a key
to establishing effective development cooperation
policies and to their successful implementation.
Partnership, ownership of development processes 
by the target population, and strengthening of
institutional and administrative capacity to effectively
manage change, are principles which are now largely
shared by all donors.  


Two issues are given emphasis in the EC’s develop-
ment policy in this regard, namely:


Role of civil society. Close cooperation with and
promotion of civil society provides the conditions for
greater equity, inclusion of the poor in the benefits 
of economic growth and helps strengthen the
democratic fabric of society.  


The Commission will therefore continue to cooperate
with a wide range of civil society actors, including
human rights groups and agencies, women’s associa-
tions, child-protection organisations, environmental
movements, farmers’ organisations, trade unions,
consumers’ associations, and other development
support structures (e.g. NGOs, teaching and research
establishments).  


Harmonisation. There is an urgent need to
streamline and harmonise donor procedures to
reduce the significant administrative burden that
these can place on partner countries.  The insistence
on using donor specific procedures can have high
transaction costs and works against the principle of
promoting partner ownership of project ideas,
documentation and decision making/management
processes.  







The Rome ‘Declaration on Harmonisation’ of
February 2003, states that:4


‘We in the donor community have been concerned with the growing
evidence that, over time, the totality and wide variety of donor
requirements for preparing, delivering and monitoring development
assistance are generating unproductive transaction costs for, and
drawing down the limited capacities of, partner countries’ and that
‘donor practices do not always fit well with national development
priorities’. 


The EC will therefore play its part in promoting
harmonisation of policies and practices. At an
operational level, this will require some changes to,
inter alia: (i) the way that EC staff work and
communicate with third country partners and other
donors, (ii) the type of information required to support
effective decision making, (iii) documentation and
reporting requirements; and (iv) financing modalities
and conditions.  The overall aim is to promote local
ownership and to reduce any unnecessary duplication
of administrative and reporting procedures. 


Consideration of these issues is taken into account in
the description of PCM operational tasks provided 
in Section 4 of these Guidelines.  
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4 The Rome Declaration on Harmonisation was endorsed by Ministers, Heads of Aid agencies and other Senior Officials representing 28 aid recipient
countries and more than 40 multilateral and bilateral development institutions.
More information can be found at: http://www.oecd.org/dataoecd/0/48/20896122.pdf 







3.1 What is a project?


Definition: A project is a series of activities aimed at
bringing about clearly specified objectives within a
defined time-period and with a defined budget.5


A project should also have:


• Clearly identified stakeholders, including the
primary target group and the final beneficiaries;


• Clearly defined coordination, management and
financing arrangements;


• A monitoring and evaluation system (to support
performance management); and


• An appropriate level of financial and economic
analysis, which indicates that the project’s
benefits will exceed its costs. 


Development projects are a way of clearly defining
and managing investments and change processes.  


Types of project: Development projects can vary
significantly in their objectives, scope and scale.
Smaller projects might involve modest financial
resources and last only a few months, whereas a large
project might involve many millions of Euro and last
for many years.6


In order to accommodate this kind of diversity, it
is important that project cycle management systems
support the application of standard working
modalities/rules in a flexible manner.


Relationship between projects, programmes and
policies: A well-formulated project should derive
from an appropriate balance between the EC’s
development policy priorities and the partner’s
development priorities.  


Within the scope of these policy priorities, the
executive arms of government or non-governmental
agencies formulate the broad areas of work required 
to implement policy decisions.  These broad areas 
of work are often called programmes, which, like
projects, may vary significantly in scope and scale.
The definition of what a programme is depends
essentially on how the responsible authority(ies)
choose to define it.


For example, a programme may:


• cover a whole sector (e.g. Health Sector
Programme); 


• focus on one part of the health sector (e.g. a
Primary Health Care Programme);


• be a ‘package’ of projects with a common
focus/theme (e.g. ASEAN-EU university links
programme); or


• define what is essentially just a large project with
a number of different components.  


The general relationship between policies, programmes
and projects is illustrated in Figure 2. 


P r o j e c t  C y c l e  M a n a g e m e n t  G u i d e l i n e s


8


5 In the context of the Logical Framework Matrix (see Section 5.1), a project is defined in terms of a hierarchy of objectives (inputs, activities, results,
purpose and overall objective) plus a set of defined assumptions and a framework for monitoring and evaluating project achievements (indicators and
sources of verification).


6 The EC’s financial commitments to projects are usually for less than 5 years, however a project may (through more than one financial commitment) last longer. 


3. THE PROJECT APPROACH


Examples of projects could include:


• A health service reform and expansion project,
implemented primarily by the Ministry of
Health of the partner government and with
financial support of other donors, costing Euro
30m over 10 years;


• An emergency relief project, coordinated by
the UN and implemented through
International NGOs, costing Euro 5m over one
year;


• Business promotion projects, providing grants
to non-profit organizations of up to Euro
200,000 over a maximum time line of 2 years;


• A road and bridge building project, using a
contracted project manager, costing Euro 50m
over 5 years;


• A regional food security training project,
focused on the provision of technical
assistance and training services, costing Euro
2m over 3 years; or


• An election monitoring project, conducted
primarily by staff from the EC and its member
states, costing Euro 600,000 over 5 months.







Project objectives should therefore contribute to
national and sector policies wherever a public sector
activity is being supported.  


When non-state actors are implementing projects, a
distinction needs to be made drawn between activities
fully outside the realm of the public sector and
activities undertaken on behalf of government.  In the
latter case, non-state actors typically deliver services
of a public nature as if these services had been
‘contracted out’ by government.  Even if a formal
‘contracting out’ process has not occurred, it is
important that such functions should be consistent
with government policy to ensure their relevance and
promote prospects for sustainability.  


For fully private activities, the framework for judging
a project or programme’s relevance is provided by the
Commission’s development policies (i.e. as articulated
in a Country Strategy Paper) and the demonstrated
needs of beneficiaries.  


3.2 Weaknesses of 
the project approach


The project approach has been at ‘the cutting edge of
development’7 for many years, primarily because it
has helped meet the accountability requirements of
donors. 


However, significant problems with the ‘classical’
donor-controlled project approach have also become
increasingly evident, namely:


• Inadequate local ownership of projects, with
negative implications for sustainability of
benefits;


• The huge number of different development
projects, funded by different donors each with
their own management and reporting
arrangements, has resulted in large (and wasteful)
transaction costs for the recipients of
development assistance;8
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7 Price Gittinger, Economic Analysis of Agricultural Projects, OUP, 1978.
8 For a definition of ‘transaction costs’ and ‘fungibility’, see the Glossary of Key Terms.


Figure 2 – Policy, programmes and projects







• The establishment of separate management,
financing and monitoring/reporting
arrangements has often undermined local
capacity and accountability, rather than fostering
it; and


• The project approach has encouraged a narrow
view of how funds are being used, without
adequate appreciation of the ‘fungibility’ issue. 


As noted by the World Bank in 1998:9


“Aid agencies have a long history of trying to ‘cocoon’ their projects
using free-standing technical assistance, independent project
implementation units and foreign experts – rather than trying to
improve the institutional environment for service provision…. They
have neither improved services in the short run nor led to institutional
change in the long run”


The concept of fungibility of aid resources highlights
the fact that donor funded projects can simply allow
partner governments to re-direct their own financial
resources to other purposes (assuming that govern-
ments would have spent their own money on the
project(s) even if the donor funding was not
available).  For example, donor funding of Euro 100m
to the Health Sector of a particular country could
allow the partner government to then use (or ‘divert’)
Euro 100m of its own resources (which it otherwise
would have had to allocate to Health) to fund other
uses (e.g. internal security or military expenditures).
The total effect of donor support therefore depends
on how government uses these freed resources (in an
economic sense the ‘marginal use’) and not on the
specific project or programme against which the
development assistance is specifically earmarked.
Reaching agreement between the partner government
and donors on overall public expenditure priorities
(i.e having a donor/partner government policy
dialogue on overall objectives and expenditure
planning) is thus a way of helping to ensure that
fungibility does not compromise the development
objectives that donors specifically want to promote/
support.  


It is as a result of such issues that the EC and member states
have decided to significantly increase the use of sector
programme and budgetary aid approaches (described in
Section 3.3 below), and to progressively decrease the
overall level of funding using the project approach.10


The implications of this change on the future use of
projects are discussed in Section 3.4. 


3.3 Sector approach 
and budgetary aid


This Section provides a brief introduction to the
sector approach and budgetary aid, taken from the
more detailed “Guidelines for EC support to Sector
Programmes” and the “Guide to the programming
and implementation of Budget Support to third
countries”.  Budgetary aid transfers and support to
Sector Programmes are only appropriate as mecha-
nisms of assistance to the public sector.  Thus unlike
the project modality, they cannot be used for direct
support to the private sector or NGOs. 


Key definitions 


Sector Approaches and Sector Programmes have been
labelled over time in different ways: SIPs (Sector
Investment Programmes), SDPs (Sector Development
Programmes), Sector Expenditure Programmes, and
more recently SWAp (Sector Wide Approach). In spite
of the varied terminology, there are key principles on
which there is agreement in the international donor
community.11


Firstly, it is accepted that they should be led by
partner governments.  Secondly, they have the
common goal of improving the efficiency and
effectiveness with which internal and external
resources are utilised.  This common goal reflects a
mutual concern to improve the results of government
and donor spending both by focusing resources on
the priorities stated in national poverty reduction
strategies or similar documents, and by improving the
quality of spending.  In striving to attain this goal,
sector approaches share three common objectives:


• To broaden ownership by partner Governments
over decision-making with respect to sectoral
policy, sectoral strategy and sectoral spending;


• To increase the coherence between sectoral
policy, spending and results through greater
transparency, through wider dialogue and
through ensuring a comprehensive view of the
sector;


• To minimise as far as possible the transaction
costs associated with the provision of external
financing, either by direct adoption of
government procedures or through progressive
harmonisation of individual donor procedures.
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9 World Bank, Assessing Aid: what works and what doesn’t work, OUP, 1998.
10 Joint Declaration of November 10th 2000.
11 An economic definition of a ‘sector’ is that it ‘comprises, for the most part, the producing or operating units in the economy that have a common function


or output’.







Drawing on international experience, the EC has
established the definitions described below.  


The Sector Approach simply involves working
together with partner governments, donors and other
relevant stakeholders in pursuit of these three
objectives. As a result of following a sector approach,
partner governments may produce an updated
programme of policy and spending for the sector. This
is classified as a Sector Programme, where and when
it includes three components:


• An approved sectoral policy document and
overall strategic framework (such as a Poverty
Reduction Strategy Paper);


• A sectoral medium term expenditure framework
and an annual budget; and


• A co-ordination process amongst the donors in
the sector, led by Government.


When funding is made available by the Commission,
the purpose is to support the Government’s Sector
Programme or some agreed sub-set of activities within
that Programme.  The decision on whether to provide
funding will depend upon an assessment of the
quality of the Programme. There are seven key
assessments12 which need to be undertaken in order to
judge the quality of the Programme, decide on the
appropriate EC operating modality and finalise the
design of the EC contribution to the Programme. 


The Sector Policy Support Programme (SPSP) is the
programme of the European Commission by which
financial support is provided to the partner Govern-
ment’s Sector Programme. An SPSP may follow three
types of operating modalities:


• Sector Budget Support – which is the modality of
choice, wherever appropriate and feasible;


• Financial contributions to Common Pooled
Funds (or “common basket funds”) which fund
all or part of the Sector Programme; and


• Commission-specific procedures (European
Commission budget or EDF).


S e c t i o n  3 :  T h e  p r o j e c t  a p p r o a c h  


11


12 The key assessments cover: 1) the macro-economic framework; 2) the sector policy and overall strategic framework; 3) the medium term expenditure
framework for the sector; 4) accountability and public expenditure management systems; 5) donor co-ordination systems; 6) performance monitoring and
client consultation systems; 7) institutional and capacity issues.


Typical components of a Sector Programme


Building on international experience, 6 key com-
ponents of a Sector Programme can be identified: 


1. A clear sector policy and strategy to know 
what government is aiming to achieve in the
sector and how – distinguishing government’s
regulatory role from its service delivery role,
specifying the roles of non-government agents
and outlining any necessary institutional
reforms.


2. A sectoral medium term expenditure pro-
gramme, based on a comprehensive action
plan, to clarify what is the expected level of
available internal and external resources and
how these resources will be utilised in pursuit
of the policy.


3. A performance monitoring system to measure
progress towards the achievement of policy
objectives and planned results, distinguishing
between male and female beneficiaries and
ensuring the needs of vulnerable groups
(disabled, young/old) are assessed.


Sector Programmes also often aim to correct
distortions specific to contexts where there is a
high level of aid dependency. These distortions
arise in particular where many of the activities in
the sector are financed from external funds and
where these external funds are not programmed
and managed in the same way as government
funds. 


There are two crucial components of a Sector
Programme which aim to correct these
distortions:


4. A formalised process of donor coordination;
and 


5. An agreed process for moving towards harmo-
nised systems for reporting, budgeting, finan-
cial management and procurement.


continued ➔







Budgetary aid


Budgetary Aid is a resource transfer to the government
of partner country.  Once received, the transfer is
managed by the recipient government, using its
existing budget and financial management systems.
Thus, it is a way of providing direct support to the
implementation of national or sectoral policies,
utilising systems which maximise ownership and
coherence with national policies, whilst minimising
transaction costs.  


There are two main types of Budgetary Aid:


1. Macroeconomic Budgetary Aid, which supports the
overall national development policy and the
macroeconomic and budgetary framework; and


2. Sector Budgetary Aid (within a Sector Policy Support
Programme), which provides additional funding to
a specific sector, supporting a stated sector policy
and agreed spending framework.


Sector Budgetary Aid (also known as Sector Budget
Support) is the Commission’s preferred method of
financing a Sector Programme, where the conditions
permit it.  Eligibility for Budgetary Aid – whether
macro-economic or sectoral – depends on the assess-
ment of four criteria:


1. The extent to which macro-economic management
is stable and provides a supportive environment for
the private sector;


2. The extent to which National Policy reflects a credible
commitment to poverty reduction and growth, and
in the case of the MEDA region, a commitment to
convergence with the European economy;


3. The quality of the public finance management
and/or the existence of a credible programme of
reforms to public finance systems; and


4. The existence of agreed performance indicators by
which to measure and review progress towards
national policy objectives.


Maintaining a close policy dialogue with the partner
government is a central feature of both Budgetary Aid
and Sector Programmes. The key point being that
these aid modalities achieve their objectives by
adopting governments’ policies, budget systems and
service delivery structures.  Consistent dialogue –
supported sometimes by external audits and reviews –
represents the main vehicle for monitoring the
effectiveness of government systems and ensuring
that they are continuously improved. 


Choosing appropriate aid delivery methods


The aid delivery methods to be used (at least in the
context of a country program) is initially established
during the programming phase of the cycle of
operations, and documented in the Country Strategy
Paper.  The choice should be based on an assessment
of the social, economic and political development
context of the country(s) one is working with and the
respective priorities of the development partners.  The
EC’s Guidelines on Budgetary Aid and on Support to
Sector Programmes provide a detailed description of
the specific assessment criteria to be applied in
determining the likely relevance and feasibility of
these aid delivery methods.  


When considering an appropriate mix of aid delivery
methods, four important considerations to be
balanced include: (i) the degree of control donors
wish to maintain over their resources; (ii) who takes
primary responsibility for targeting resources; (iii) the
level at which donors and their partners wish to
engage in dialogue – policy or project; and (iv) the
level of transaction costs associated with managing
donor funds.  These considerations are illustrated in
Figure 3. 
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The final component common to most Sector
Programmes reflects how governments have
increasingly learned to respond to their clients – the
general public – and to involve non-government
agents in service delivery. Hence, a Sector
Programme would typically also include:


6. A systematic mechanism of consultation with
clients and beneficiaries of government services
and with non-government providers of those
services.







3.4 Implications for 
EC support to projects


3.4.1 When is a project appropriate?


As noted, EC policy is to increase its use of Budgetary
Aid and Sector Policy Support Programmes and
increasingly transfer responsibility for projects to local
partners (Governments, local governments and 
non-public entities). 


Nevertheless, the project will remain an appropriate
aid delivery modality in a range of circumstances,
including:


• Decentralised cooperation with non-public entities.
The Commission will continue to directly support
initiatives being implemented outside the public
sector, such as through NGOs, the private sector 
and civil society groups. 


• Emergency aid and post-crisis interventions.
There will be circumstances when partner govern-
ments do not have the capacity to effectively meet
the needs of people in emergency or post-crisis
situations, and when projects may therefore remain
the most practical and effective option for delivering
short-term humanitarian assistance. 


• Technical assistance projects or ‘pilot’ projects to
build capacity.  
In some circumstances, individual donor managed
projects can encourage innovation and learning,
through promoting new methodologies or ways 
of working.  For example, the Commission may
directly fund technical assistance to support the
piloting of new public sector management processes
(including support to sector policy and programme
development). 
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Figure 3 – The mix of aid delivery methods







• Regional environmental projects or international
public goods.
When the expected benefits are very long term 
or when they spill over national boundaries (e.g.
regional environmental management), govern-
ments may not be providing funding at socially
optimal levels.  The Commission may therefore
have a role in directly funding such initiatives. 


• Investment projects with high transaction costs 
for governments.
Donor managed projects might be a preferable aid
mechanism where the transaction costs are lower
for the donor than for the partner government. This
might be the case for large international tenders
(e.g. for airport or harbour development) where 
the partner government does not possess the
necessary capacity to effectively manage the overall
contracting process (such as for some smaller island
nations).


• When conditions within a country or sector do not
yet allow other approaches to be used.
As has been noted in the section on the Sector
Programme approach and Budgetary Aid, certain
conditions need to be met before either of these 
two approaches/tools can be effectively used.  In the
meantime, projects will continue to be an aid
delivery option as long as they can demonstrate 
that they support the delivery of sustainable 
benefits and do not impact negatively on local
institutional capacity.  


It is also worth noting that some of the analytical
tools associated with the project approach can also 
be usefully applied to the analysis and management
of Sector Policy Support Programmes and Budgetary
Aid operations.  Examples include the use of the
Logical Framework Approach (including stakeholder
analysis, problems analysis, objective setting etc),
institutional capacity assessment, the identification
of key indicators and sources of verification, and
economic and financial analysis. 


3.4.2 Improving the quality of projects


There is certainly scope to continue to improve the
quality of new (and ongoing) projects by addressing
the identified weaknesses in the ‘donor controlled’
project approach.  For example, projects can be
identified, formulated and implemented which: 


This will require ongoing changes in the way that staff
within the RELEX family do business, including
changes in: (i) attitudes and values; (ii) roles and
responsibilities; (iii) skills; and (iv) procedures.


For example:


Change in Attitudes


Views on ‘accountability’ need to place greater
emphasis on (i) accountability for results (not only
expenditure targets or activities undertaken), and (ii)
accountability to local partners, including targeted
beneficiaries, rather than only to donor ‘audit’
requirements.  Related to this point, attitudes about
‘who is in control’ need to give greater appreciation to
the importance of local ownership, and the practical
ways in which this can be supported.  There is also a
need for a more inclusive approach, taking into
account all the differences in society, including such
issues as disability, age and gender. 


Change in Roles and responsibilities


More management and decision making responsi-
bility needs to be effectively given to the EC’s
implementing partners.  The EC is, in most cases, 
not responsible for implementing projects. It is
responsible for assessing the quality of proposals,
facilitating their formulation, providing finance,
monitoring progress (ideally through locally based
monitoring systems), and evaluating results in order
to support institutional learning and improve future
programming decisions.  The EC’s primary role is to
support institutions/agencies in partner countries to
carry out their programmes and projects.
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• Are more clearly consistent with the policy
framework;


• Integrate with and support local
planning/budgeting, management, financing
and monitoring systems (rather than creating
parallel systems);


• Are better coordinated with other donors;


• Build local capacity and rely less on expatriate
technical assistance;


• Take a longer-term (and more realistic)
perspective of the process of change; and


• Allow greater flexibility during implementation







Skills


There is a need to expand the skill sets among 
EC staff, both at HQ and Delegations.  Better under-
standing of some key analytical tools is required,
including how to engage in (and interpret) the results
of policy, sector and institutional analysis.
Developing a better understanding of partner govern-
ment’s planning, budgeting and financial manage-
ment systems is also critical.  Effective use of the
Logical Framework Approach also needs to be further
strengthened, while team work and cross-cultural
communication skills are also a high priority in the
context of establishing effective working relationships
between EC staff, implementing partners and other
stakeholders. 


Procedures


As highlighted by EC evaluations of projects
implemented under the ALA, MEDA and ACP
programmes, there is also a need for ongoing changes
to promote streamlining and harmonisation of
financial management and contracting procedures
and regulations within the Commission.
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This cycle highlights three main principles:


1. Decision making criteria and procedures are
defined at each phase (including key information
requirements and quality assessment criteria);


2. The phases in the cycle are progressive – each phase
should be completed for the next to be tackled 
with success;13 and


3. New programming and project identification draws
on the results of monitoring and evaluation as 
part of a structured process of feedback and
institutional learning. 


In practice, the duration and importance of each phase
of the cycle will vary for different projects, depending
on their scale and scope and on the specific operating
modalities under which they are set up.  For example,
a large and complex engineering project may take
many years to pass from the identification through to
the implementation phase, whereas a project to
provide emergency assistance in a post-conflict
context may only take a few weeks or months to
commence operations on the ground.  Nevertheless,
ensuring that adequate time and resources are
committed to project identification and formulation is
critical to supporting the design and effective
implementation of relevant and feasible projects.  
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13 It should be noted that the type of evaluation referred to in this diagram is ‘ex-post’ or ‘after project completion’, while it is possible to conduct ‘formative
evaluations’ which take place during implementation. 


4. PCM OPERATIONAL GUIDELINES


4.1 Overview


4.1.1 The cycle of operations


The cycle of operations for managing the EC’s external assistance projects has five phases, as shown in 
Figure 4 below.


Programming


Identification


FormulationImplementation


Evaluation & Audit


Figure 4 – The Cycle of Operations







Also, there are differences between EC programmes 
in the way in which financing decisions are made –
particularly the timing.  Thus for programmes such
as MEDA and TACIS, the decision to finance is
currently made at the end of the Identification stage
(on presentation and approval of a Financing
Proposal consisting of a Programme with Project
Fiches), whereas for the ACP states and the ALA
countries the funding decision is made only after
Formulation has been completed.  The way in which
financing decisions are made is described further in
Section 4.1.7.  


4.1.2 PCM and managing ‘Calls for Proposals’ 


‘Calls for Proposals’ (CfPs) are usually used under
thematic budget lines (such as for Human Rights,
Gender, Environment, Food Security and Co-
Financing with NGOs) to provide grant funds,
particularly to non-state actors.14 Geographical budget
lines are also increasingly using CfPs to allocate
finance to non-state actors (such as through the Asia
Links Programme), and this approach is also being
used by new Financing Facilities (such as the Water
and Energy Initiatives).  The use of CfPs is now the
general rule when dealing with non-state actors. 


The primary distinction between using CfPs and using
‘direct arrangements’ with partner governments
relates to the management responsibilities of the EC
at different stages of the project cycle.  For example,
under a CfP approach, the EC establishes the broad
objectives it wishes to achieve, the scope of projects it
is willing to fund, application and assessment
procedures and a set of eligibility criteria for appli-
cants.  The responsibility for identifying, formulating
and implementing projects is thus passed on to those
who apply for co-funding.15 When working directly
with a partner Government (e.g. under EDF or
geographical budget line funding arrangements) the
EC maintains a more direct role and responsibility for
managing the identification and formulation steps in
the cycle.  


It should therefore be noted that this section 
(Section 4) of the PCM Guidelines focuses on a
description of the key steps and responsibilities for
managing geographical budget lines, not for calls for
proposals/financing facilities.  


The Guidelines should nevertheless still provide a
useful framework for those involved in designing and
managing calls for proposals/financing facilities, to
the extent that: 


• all EC supported development projects (however
financed and managed) can still be assessed
against the established set of quality attributes,
criteria and standards (see Section 4.1.6), and 


• good practice principles of project cycle
management (including the Tools described in
Sections 5 to 9) can still be applied by whoever is
receiving/managing EC funds.  


4.1.3 PCM principles and the Logical
Framework Approach


Project Cycle Management is a term used to describe
the management activities and decision-making
procedures used during the life-cycle of a project
(including key tasks, roles and responsibilities, key
documents and decision options).  


PCM helps to ensure that: 


• projects are supportive of overarching policy
objectives of the EC and of development partners;


• projects are relevant to an agreed strategy and to
the real problems of target groups/beneficiaries;


• projects are feasible, meaning that objectives can
be realistically achieved within the constraints of
the operating environment and capabilities of
the implementing agencies; and


• benefits generated by projects are likely to be
sustainable.


To support the achievement of these aims, PCM:


• requires the active participation of key
stakeholders and aims to promote local ownership;


• uses the Logical Framework Approach (as well as
other tools) to support a number of key
assessments/analyses (including stakeholders,
problems, objectives and strategies);


• incorporates key quality assessment criteria into
each stage of the project cycle; and


• requires the production of good-quality key
document(s) in each phase (with commonly
understood concepts and definitions), to support
well-informed decision-making. 
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15 Another distinction between ‘direct arrangements’ with partner Governments and the CfP approach is the usual requirement for grant recipients to


contribute a proportion of total eligible costs, excluding in-kind contributions.







The Logical Framework Approach is an analytical and
management tool which is now used (in one form or
another) by most multi-lateral and bi-lateral aid
agencies, international NGOs and by many partner
governments.  Indeed, the EC generally requires the
development of a Logframe Matrix as part of its
project formulation procedures for external
assistance.  This Guideline therefore gives emphasis to
the application of the Logical Framework Approach at
the various stages of the project management cycle.  


The tools that make up the Logframe Approach are
referred to at appropriate points in Section 4
(Operational Guidelines), and are also described in
detail in Section 5 (The Logical Framework Approach).  


The LFA is a very effective analytical and management
tool when understood and intelligently applied.
However, it is not a substitute for experience and
professional judgment and must also be complement-
ed by the application of other specific tools (such as
Economic and Financial Analysis and Environmental 
Impact Assessment) and through the application of
working techniques which promote the effective
participation of stakeholders.  


4.1.4 Key documents and responsibilities


The key documents that are produced within the 
EC project management cycle, and who is primarily
responsible, are shown below in Figure 5.  


A distinction is made between the ‘Individual Project’
approach (financing decision made after formulation)
and the ‘Programme’ approach (financing decision
made after identification of a programme or ‘package’
of projects).  These two main approaches are based on
the two main currently applicable legal (financing)
instruments used to commit funding to development
projects, and do not represent funding ‘options’ for
EuropeAID staff to choose from.  


The main official EC documents and information
sources supporting PCM are therefore:


• The EC’s Development Policy, Country Strategy
Papers and National Indicative Programme
documents;


• The Identification Fiche (sometimes called an
End of Identification Document);


• The Financing Proposal (FP) – either for
individual projects or for a Programme of
projects (sometimes called an ‘Action
Programme’);


• The Financing Agreement and associated
Technical and Administrative Provisions and
Terms of Reference;


• Information contained in the CRIS (Common
Relex Information System), including the
Implementation Report window; and


• Evaluation and Audit reports.


The general structure and expected content of each of
these documents is referenced under the relevant
stage of the project cycle.  


An important point to note is that the preparation of
pre-feasibility studies and feasibility studies and the
production of annual operating plans and regular
monitoring reports should generally be the lead
responsibility of implementing partners, not the EC
(although the EC may contribute or provide the
resources to support these tasks).  The EC need not
therefore prescribe the exact format of these
documents, as they should be ‘owned’ primarily by
implementing partners.16 The EC must nevertheless
ensure that it is provided with adequate information
(quantity and quality) on which to assess its
investment decisions, monitor implementation and
remain accountable for the resources it commits.  
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Figure 5 – The project cycle, main documents and responsibilities
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4.1.5 Decision making points, options and lead responsibilities


The table below summarises the main decision points for the EC in the project cycle.
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Stage & Focusing Key EC Primary Decision 
Question decision points responsibility options


Programming • Agreement of a • DEV/RELEX in • Choice of programme
What are the partner’s Country Strategy collaboration with priorities, sector focus,
development priorities Paper and National Delegations, EuropeAID type of assistance and
and what is the EC’s Indicative Programme and Partner Governments financing modalities
focus for assistance?


Identification • On completion and • Delegation makes initial • Accept, modify or
Is the project concept submission of the assessment with PG reject the project
relevant to priority local Identification Fiche counterparts/other primary idea(s)
needs and consistent (individual projects) stakeholders • For Programme of
with EC policy or the Financing • 1st step review by QSG – projects, whether or
priorities? Proposal (Programme to provide quality support not to commit finance


with Project Fiches) • Line management,
make decision on next steps
from EC perspective 


Formulation • On completion of • Delegation makes initial • Accept, reject or
Is the project feasible Financing Proposal assessment with PG modify the proposal
and will it deliver and Technical and counterparts/other primary • For individual
sustainable benefits? administrative stakeholders projects, whether or


provisions/TORs • 2nd step review by QSG – not to commit finance
to provide quality 
assessment


• Line management, make 
decision on next steps 
from EC perspective


Implementation • On submission of • Delegation makes • Continue financing,
Are results being Annual assessment with PG modify scope of EC
achieved and resources Operating/Work counterparts/other support, or
efficiently and effectively Plans and other primary stakeholders terminate support
used?  What corrective monitoring/review • HQ may still make final
action should be taken? reports decision on any major


changes to project 
scope/financing


Evaluation • On completion of • Task Manager plans • Change policies, scope
Were planned benefits evaluation studies and manages of forward programme,
achieved, will they be study implementation or EC operating
sustained, and what • Follow up actions decided modalities
lessons have been by EuropeAID line
learned? management  


(in consultation with 
DG DEV/RELEX)


Audit • On completion • Audit Task Manager • Continue, modify or
Has there been of the audit manages the audit stop project activities
compliance with • Task (project) Manager • Recover project funds
applicable laws and provides information and • Modify design of
rules? Are efficiency, input to the audit future projects
economy and • Task (project) Manager • Change policies
effectiveness criteria ensures follow-up of
being met? response by auditee to


audit findings and 
recommendations







It is worth emphasizing the importance of putting
adequate time and effort into the programming and
identification stages.  Once projects have moved in to
the formulation stage, it becomes increasingly
difficult to stop a (potentially inappropriate) project
from being implemented. 


4.1.6 Quality support and assessment system


The Quality Support Group


The Quality Support Group (QSG) has been established
to oversee the ongoing development and management
of the quality support and assessment process, its
objectives being to:


• Support improvements in the quality of
programme/project ideas and documentation;


• Ensure screening is carried out in a harmonised
way using a set of consistent quality criteria and
standards; 


• Ensure appropriate reporting and follow-up; and


• Identify and exchange best practices and
innovative approaches. 


The QSG undertakes screening of proposals and
provides advice to line-managers at two key points in
the project cycle: 


(i) at the end of the Identification stage _ when the
Identification Fiche (individual projects) or the
Financing Proposal (for a Programme of projects) 
is reviewed; and 


(ii) at the end of the Formulation stage _ when the
draft Financing Proposal has been prepared (for
individual projects) or when further specification
of the Technical and Administrative Provisions 
has been undertaken (for projects under a Pro-
gramme).  


The QSG operates formally at two main levels, namely
at the Office and Directorate levels.  The respective
composition and responsibilities of the Office and
Directorate Quality Support Groups are shown in the
table below.


In practice, quality support and assessment work must
also generally be undertaken (indeed start) at
Delegation level through a process of ‘Peer Reviews’.  


Further information on the work of the QSG can be
found on the intranet at:


X:/Europeaid/Thematicnetworks/qsg/Home_Page_
QSG_en.htm  
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Level Composition and tasks


QSG at the Office level Composition: Deputy DG, Head of Coordination Unit, 
Relex/Dev


Secretariat: Unit O3


Tasks:  Establishing minimum standards, procedures, 
assessment criteria, review of key issues of interest to the 
office, synthesis of findings, reporting on findings


QSG at the Directorate level Composition: Director, HoU Coordination, qualified officials


Tasks: Peer review of proposals (Identification Fiches and 
Financing Proposals), recommendations for improving the 







The Quality Frame


At each main decision point within the project
management cycle, a set of quality assessment criteria
are provided to support structured and consistent
analysis and decision making.  These criteria are also
reflected in the information requirements of key
documents such as the Identification Fiche and the
Financing Proposal.  


While a common overall framework for quality


assessment has been established (the Quality Frame), 


it is recognized that different circumstances will
require that specific issues are analysed in more or less
detail.  Line managers and others involved in
applying the criteria and standards must therefore
apply their judgment and experience to determine
which are more or less important in relation to the
context within which they are working.


The Quality Frame is shown in Figure 6 below:  
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17 Standards listed under this criterion may not be directly applicable to projects implemented through non-governmental partners.


A


1


2


3


4


5


Relevant


The project meets 
demonstrated and 
high priority needs


Consistent with, and supportive of, EC
development and cooperation policies


Consistent with, and supportive of,
Partner Government policies and
relevant sector programmes17


Key stakeholders and target groups
are clearly identified, equity and
institutional capacity issues analysed,
and local ownership demonstrated


Problems have been appropriately
analysed 


Lessons learned from experience and
linkages with other ongoing/planned
projects/programmes have been
assessed and incorporated into
strategy selection


B


6


7


8


9


10


11


Feasible


The project is well designed and 
will deliver sustainable benefits 


to target groups


The objectives (Overall objective,
purpose and results) and the work
programme (activities) are clear and
logical, and address clearly identified
needs


The resource and cost implications are
clear, the project is financially viable
and has a positive economic return


Coordination, management and
financing arrangements are clear and
support institutional strengthening
and local ownership 


The monitoring and evaluation (M&E)
system and audit arrangements are
clear and practical


Assumptions/Risks are identified and
appropriate risk management
arrangements are in place


The project is environmentally,
technically and socially sound and
sustainable


C


12


13


14


15


16


Effective & well managed


The project is delivering the
anticipated benefits and 
is being well managed


The project remains relevant and
feasible


Project objectives are being achieved


The project is being well managed by
those directly responsible for
implementation


Sustainability issues are being
effectively addressed


Good practice principles of project
management are applied by EC Task
Managers


Figure 6 – Quality Frame







As can be seen, the quality frame consists of three key
quality attributes, namely:


Under each of these 3 main quality attributes are a
number of key criteria (total of 16), which indicate
the key issues that need to be assessed in order to
make a judgment about quality.  Each of the key
criteria is then supported by a set of key quality
standards, which aim to provide further guidance
with respect to promoting quality.  These standards
are presented within the text of Sections 4.3 to 4.5 of
the Guidelines, which respectively deal with each
main stage of the project cycle. 


The key factors affecting sustainability of project
benefit streams, as identified by the Development
Assistance Committee18, are integrated within this
Quality Frame, rather than being presented as a
separate set of criteria. 


The quality criteria and standards can be applied/
used at three main levels, namely:


• By Task/project managers (at Delegations and at
HQ), in the course of their ongoing project cycle
management responsibilities;  


• By technical and other support staff (i.e thematic
networks, QSG, consultant TA) in the course of
providing technical support or assessment
services to EuropeAID line management; and 


• By line-management, in helping them to assess
the overall quality of EuropeAID’s
programme/project portfolio in terms of quality
of design, achievement of objectives and quality
of project management. 


The Quality Frame can either be applied with or
without the use of a rating scale for each of the key
criteria and standards.  Use of a rating scale is a valuable
tool if one wishes to make comparisons between
projects, or if the intention is to gain an overview of 
the quality of a large portfolio of projects over time.  


Link between the quality frame and the EC’s
evaluation and audit criteria


The five criteria used by the EC to evaluate the success
of projects or programmes are: (i) relevance; (ii)
efficiency; (iii) effectiveness; (iv) impact and 
(v) sustainability (see section 4.6.4).  The two criteria
used by the EC to audit the performance of projects 
or programmes are: (i) efficiency (including
economy); and (ii) effectiveness (see section 4.7.4). 


In the context of the quality frame’s key quality
attributes, the word Feasibility is used to describe the
expected efficiency, effectiveness and impact of the
project prior to the start of implementation.  Effective
and well managed describes the actual efficiency and
effectiveness of the project during implementation,
while the issue of impact can only be assessed through
ex-post evaluation.  As already noted, the factors
promoting sustainability are threaded throughout the
attributes of Relevance, Feasibility and Effective &
Well-managed.
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18 (i) Ownership by beneficiaries, (ii) policy support, (iii) appropriate technology, (iv) environment, (v) socio-cultural issues, (vi) gender equity, (vii)
institutional and management capacity, and (viii) economic and financial viability.


• Relevant – the project meets demonstrated and
high priority needs


• Feasible – the project is well designed and will
provide sustainable benefits to target groups


• Effective and well managed – the project is
delivering the anticipated benefits and is being
well managed


Attributes x 3


Criteria x 16


Standards x 64


Increased detail


Figure 7 – Attributes, Criteria & Standards







4.1.7 The financing decision


The EC currently uses two main approaches to
committing finance under its ‘direct arrangements’
with partner governments, depending on the
Financial Regulation. One involves a decision to
finance individual projects after they have passed
through the Formulation phase (e.g. for ACP and ALA
projects).  


The other involves a decision to finance a
‘programme/package’ of projects at the end of the
Identification phase (e.g. for MEDA and TACIS
projects). This is illustrated in Figure 8.


The key tasks associated with financing decisions 
are primarily the responsibility of the EC’s
Headquarter staff, and generally include:19


1. Conduct a quality assessment of the draft
Financing Proposal (QSG); 


2. Make any required changes to the draft
Financing Proposal (line management);


3. Approve or reject the Financing Proposal
(Financing Decision made by the competent
authority);


4. For approved projects (individual or under a
programme/package) prepare, negotiate and
conclude (sign) a Financing Agreement(s)
between the EC and the implementing
partner(s), including the necessary technical and
administrative provisions for implementation.
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19 The responsibilities of Headquarters and Delegation staff are different for centralised and devolved operations.


Figure 8 – Timing of the Financing Decision
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Partner governments (or non-state implementing
partners) are responsible for concluding contractual
negotiations, including formal commitment to a
Financing Agreement or Memorandum and related
provisions. 


Appraisal by Quality Support Group and Inter-
Service consultation


When the Draft Financing Proposal is appraised, this
may be led either by the Directorate Quality Support
Group (d-QSG) chaired by the Director of the relevant
operational unit, or by the Office Quality Support
Group (o-QSG), chaired by the Deputy Director-
General. 


The appraisal by o-QSG or d-QSG focuses on three
main issues:


• An assessment of the proposed project or
programme in relation to the quality criteria of
Relevance and Feasibility;


• A judgment on whether the requirements of the
PCM Guidelines have been adequately fulfilled;
and


• Verification that any comments previously made
by QSG have been addressed.


The opinions of the o-QSG/d-QSG are communicated
to the Director who will decide whether or not to
integrate them in the FP.  He or she will then initiate
the inter-service consultation.


The decision options are to:


• Accept the Draft Financing Proposal and proceed
to concluding the financing arrangements and
then Implementation; 


• Seek further clarification or amendments to the
Draft Financing Proposal before proceeding; or


• Reject the Draft Financing Proposal.


Opinion of the financing committee and
Commission decision


Subject to its total value, the Financing Proposal is
then submitted by EuropeAID to the relevant com-
mittee of the Member States, chaired by DGs DEV/
RELEX.  As a general rule, Financing Proposals have 


to be ready (with approvals from all the relevant
departments) 45 days before the date of the
Committee meeting.  During this time, they are
translated and sent out for advance scrutiny by the
Member States. 


Once the committee has given a positive opinion on
the FP, EuropeAID is responsible for the financing
decision procedure. As a general rule, the Commis-
sion adopts financing decisions by written proce-
dure, or in exceptional circumstances by habilitation
procedure.


After approval of the FP by the Commission,
EuropeAID prepares the Financing Agreement and
takes responsibility for ensuring complete consistency
between the Financing Proposal and the FA.  The FA 
is based upon a model Financing Agreement, 
prepared by EuropeAID.  


As a rule, all implementation arrangements for the
project must be specified in the Financing Agree-
ment (through the Technical and Administrative
Provisions).  However, where some provisions
cannot be included in the FA (for reasons of timing
or due to technical factors), a complementary
contractual procedure should be explicitly provided
for in the FA.  This will take place preferably in the
form of an Exchange of Letters, although a joint im-
plementation memorandum is a possibility. 


It is important that Financing Agreements provide
adequate flexibility to allow project scope and timing
to be adjusted to meet changing circumstances 
and needs on the ground.  They must support, not
constrain, effective project implementation. 


4.2 Programming


4.2.1 Introduction


Programming of EC development assistance is
multi-annual and is coordinated by Commission
Services with contributions from partner country
authorities.  The output is an agreed Country
Strategy Paper including a multi-annual National
Indicative Programme.  It constitutes the “Order For
Service” (OFS) sent formally from DG RELEX/DEV
to EuropeAid. 
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During the Programming phase, the situation at
national and sector level is analysed to identify
problems, constraints and opportunities which co-
operation could address. This involves a review of
socio-economic indicators, and of national and donor
priorities. The purpose is to identify the main
objectives and sector priorities for co-operation, and
thus to provide a relevant and feasible programming
framework within which programmes and projects
can be identified and prepared.  For each of these
priorities, strategies that take account of the lessons of
past experience are formulated. 


“Guidelines for the Implementation of the Common
Framework for Country Strategy Papers” explaining
the process in detail are available on the EC’s
intranet.20 Overall procedures and responsibilities for
programming are described in the Inter-service
Agreement. 


4.2.2 The programming process


The multi-annual programming documents, as
defined by the different regulations, are a part of the
strategic framework vis-à-vis a partner country/region.
Furthermore, the standard Framework for Country
Strategy Papers, which applies to EDF, ALA and MEDA
programming documents will also be applied
progressively to all other countries receiving financial
assistance from the EC.  Therefore, both programming
and implementation are (or will be) managed on the
basis of a single, logically coherent document _ the
Country Strategy Paper (CSP).  


A CSP should be drafted on the basis of discussions
with the partner country.  The process of CSP
preparation should promote clear ‘local’ ownership of
the strategy so as to facilitate successful implementa-
tion.  This requires time, financial resources and
appropriately skilled personnel.  


A CSP contains a series of key elements and has the
following structure: 


1. A description of the EC’s co-operation objectives;


2. The policy objectives of the partner country;


3. An analysis of the political, economic and social
situation, including the sustainability of current
policies and medium-term challenges;


4. An overview of past and ongoing EC co-
operation (lessons and experience), information
on programmes of EU Member States and other
donors;


5. The EC response strategy, identifying a strictly
limited number of intervention sectors that are
complementary to interventions by other
donors;


6. Once the response strategy is defined, it must be
translated into a National Indicative Programme
(NIP). This may be an integral part of the overall
CSP document. The NIP is a management tool
covering a period of several years (from 3-5 years
depending on the applicable Regulation/
Agreement).  It identifies and defines the appro-
priate measures and actions for attaining
established strategy objectives.  The National
Indicative Programme should fully derive from
and be consistent with the preceding analysis. 


The indicative programme specifies: 


1. Global objectives:  Programming documents set out
the strategic choices for EC co-operation, on the
basis of the EU’s and the country’s priorities,
making possible the setting of priorities within and
across sectors and the choice of appropriate aid
delivery modalities (i.e. project, sector programme
support and/or budgetary aid);


2. Financial envelopes for each co-operation area
including, where appropriate, the indicative timing
and size of each installment of the Community’s
contributions;
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3. Specific objectives and expected results for each co-
operation area, including any conditionalities and
the main performance and outcome indicators.
These indicators should relate to developments that
are measurable in the medium term.  If there is a
PRSP process (Poverty Reduction Strategy Paper)
under way, the indicators must correspond to those
developed within that framework;21


4. How crosscutting issues are taken into considera-
tion (gender, environment, etc.); and


5. Programmes to be implemented in pursuit of these
objectives, the targeted beneficiaries and the type
of assistance to be provided (e.g. macroeconomic
support, technical assistance, training, investment,
supply of equipment, etc).  Furthermore, project
ideas may be formulated and general criteria for
their realisation defined (such as geographical area,
most suitable partners, suitable duration of
projects).22


The programming process should be consistent 
with the major analytical elements of the Logical
Framework Approach, namely it should:


• Identify key stakeholders and assess their needs,
interests and capacities;


• Identify and analyse the priority development
problems/constraints and opportunities;


• Identify development objectives which address
the identified priority problems; and


• Identify a strategy for EC development assistance
which takes account of the proceeding analysis,
including capacity constraints, lessons learned
from previous experience and the ongoing or
planned activities of other donors.


4.3 Identification


4.3.1 Purpose


The purpose of the identification stage is to:


• identify project ideas that are consistent with
partner and EC development priorities;


• assess the relevance and likely feasibility of these
project ideas; 


• under the ‘Programme approach’, prepare a
Financing Proposal (i.e under the MEDA or
TACIS regulations), or an Identification Fiche for
individual projects (i.e. under ACP and ALA
funding arrangements); and


• prepare a financing decision for a Programme of
projects, or determine the scope of further work
required during the formulation stage for
individual projects.


4.3.2 Key tasks and responsibilities


The source of project ideas may come from a variety
of sources, most importantly from prospective
implementing partners (either partner governments,
non-state actors or multi-lateral or regional
development agencies).  Local ownership of, and
commitment to, potential projects is a key quality
assessment criterion. 


Furthermore, project ideas should be drawn from the
priorities and targets identified in the relevant
Country Strategy Paper and National Indicative
Programme. Each project’s ‘Overall Objective’ should
therefore generally be derived from an appropriate
objective statement contained in the CPS/NIP or from
a relevant sector policy or programme objective. 


The key tasks and responsibilities of the EC during
this stage depend on whether or not the financing
decision is being made at this stage or at the end of
Formulation. The tasks associated with two main
options are summarized below. 
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21 As a major step towards concerted international action for development, the OECD, the United Nations and the World Bank have agreed a system for
tracking progress towards the ‘Millenium Development Goals’. These goals and the indicators being used to monitor progress are contained in the EC’s
‘Guidelines for the use of Indicators in country performance assessment’, DG DEV, December 2002. 


22 For ACP countries, there is a legal obligation to give the NIP an operational content (Annex IV to the Cotonou Agreement). To the extent possible, already
identified projects/programmes that warrant funding in the short and/or medium term should therefore be included in the NIP. As the Cotonou Agreement
prescribes rolling programming, NIPs for ACP countries should also include a projection of tentative, but nevertheless identifiable, proposals for follow-up
in the subsequent years.
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Individual projects – no financing decision
made at this stage


Key tasks generally include:


1. Organise and participate in consultations
with key stakeholders throughout the phase
(e.g. partner government institutions, non-
state entities, civil-society groups, other
donors, etc), and ensure their active
involvement in decision making. 


2. Analyse project concepts/proposals that have
been prepared and submitted by those
eligible to do so, and collect additional
available information as required.


3. Make a decision on whether or not project
concepts/proposals merit and require further
development prior to finalising the
Identification Fiche (e.g. conduct of a pre-
feasibility study).


4. As required, prepare Term of Reference for
the conduct of a pre-feasibility study(s),
manage the implementation of the study,
assess the content and quality of study
reports, and decide on next steps.


5. If the concept is expected to proceed to the
formulation stage, prepare an Identification
Fiche, including the TOR for the formulation
stage.


6. Submit the Identification Fiche for QSG
screening and consideration for approval (to
proceed to the formulation stage) by line
management.


V
Primary responsibility for managing these tasks
should rest with Delegations, appropriately
supported by staff from HQ.  


Programme of projects – financing decision
made at end of this stage


Key tasks generally include:


1. Organise and participate in consultations
with key stakeholders throughout the phase
(e.g. partner government institutions, non-
state entities, civil-society groups, other
donors, etc), and ensure their active
involvement in decision making. 


2. Undertake preparatory work to identify
project ideas (led by Delegations with support
missions from HQ as appropriate).


3. Prepare draft project list including individual
project fiches based on partner proposals.


4. Reach internal agreement (between
EuropeAID and DG Relex) on a draft project
list and project fiches.


5. Confirm project list with partner(s). 


6. Draft the Financing Proposal (e.g. ‘Action
Programme’ or ‘National Financing Plan’
including Project Fiches) and submit for
approval through the QSG process. 


7. Send the Financing Proposal to Member
States, discuss at Management Committee
and seek Commission decision on financing.


V
Primary responsibility and authority for managing
tasks 1 to 3 and 5 to 6 should rest with
Delegations, appropriately supported by staff from
HQ.  







4.3.3 Key assessments and tools 


During the identification phase the key assessments
required to help ensure the relevance and feasibility 
of a project idea are: (i) assessment of policy 
and programming framework; (ii) stakeholder 
analysis, including institutional capacity assessment; 
(iii) problem analysis, including scoping of cross-
cutting issues (e.g. gender, governance, environment);
(iv) assessment of other ongoing and planned
initiatives, and assessment of lessons learned; (v)
preliminary objectives and strategy analysis; (vi)
preliminary assessment of resource and cost
parameters; (vii) preliminary assessment of project
management, coordination and financing arrange-
ments; and (viii) preliminary assessment of
economic/financial, environmental, technical and
social sustainability issues.


The core PCM tools that can be used include:


1. Quality assessment criteria (see section 4.3.4
below).  The criteria and standards provide a
checklist of key issues which should be assessed at
this stage of the cycle, focusing on the relevance
and likely feasibility of the proposed project idea.  


2. The Logical Framework Approach _ namely
stakeholder analysis, problem analysis, preliminary
objective setting and strategy analysis (see Section
5).  The LFA Guidelines provide a description of
what these tools are and how they can be applied.


3. Institutional capacity assessment (see Section 6).
This tool is provided to highlight the key questions
that need to be asked and answered in undertaking
an institutional capacity assessment.   


4. Promoting participatory approaches and using
facilitation skills (see Section 8).  This provides
ideas and guidance on promoting participation
(and thus ownership) and on using facilitation
skills during the project management cycle. 


5. Preparation of Terms of Reference (see Section 9).
Guidance is provided as to the structure and
content of TOR at each main stage of the project
cycle.  


6. The Identification Fiche, Action Programme and
Project Fiche formats (see Section 4.3.5 below).  


7. Economic and Financial Analysis (see Ecofin
Guidelines). 


As already noted, other technical or sector specific
Guidelines should also be used as appropriate.  
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4.3.4 Assessment criteria and standards


In line with the Quality Frame, the specific assessment criteria and standards to be applied for individual
projects, or to a programme/package of projects, are provided in the table below.  


The individual standards should be applied in a practical way, given that not all will be appropriate to every
project or programme.  
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23 These particular standards may not be applicable to some projects being implemented through non-governmental organisations.


Quality Attributes, Criteria and Standards at Identification


A RELEVANT – the project meets demonstrated and high priority needs


1 Consistent with, and supportive of, EC development and cooperation policies


1.1 The proposal is consistent with EC development policies and decisions, and a coherent argument is provided to
demonstrate how the project will support them (i.e. poverty alleviation and/or economic integration, sustainable
development and promoting gender equality)


1.2 A ‘project approach’ is an appropriate response given the development context


1.3 The initiative is consistent with the Country Strategy Paper (and/or other framework documents)


2 Consistent with, and supportive of, Partner Government policies and relevant sector programmes23


2.1 Relevant PG policy documents and decisions are referred to, including (where relevant) the country’s Poverty
Reduction Strategy


2.2 The relevant sector policy is described, including key ongoing initiatives, sector targets and resource commitments


2.3 Relevant policy, programme and project linkages are described, and it is clearly demonstrated that the project is
consistent with the programme and policy framework, and supportive of ongoing initiatives


3 Key stakeholder and target groups are clearly identified, equity and institutional capacity issues analysed,
and local ownership demonstrated


3.1 Gender disaggregated data is provided on the socio-economic status of target groups (e.g. health, education,
income, human rights) and equity issues are explicitly assessed with respect to other vulnerable groups such as the
disabled


3.2 The past and ongoing stakeholder identification and consultation process is described – who, how, when _ and
different stakeholder interests (expectations and concerns) are appropriately analysed


3.3 Existing or potential conflicts between stakeholders have been explicitly identified and analysed


3.4 An assessment of institutional structures, capacity and governance issues is provided (strengths and weaknesses),
particularly for the institution(s) which will be primarily responsible for project implementation


3.5 Evidence is provided of local ownership of project ideas, such as previous or current commitments of resources
(cash or kind) to related activities and active local involvement in decision making 


4 Problems have been appropriately analysed


4.1 The problem analysis includes assessment of cause and effect relationships, and identifies underlying problems
which impact on target groups


4.2 The problems facing different socio-economic groups (including gender differences and the needs of disabled
people) are appropriately identified and described, including the nature and incidence of poverty


4.3 The set of problems and/or opportunities that the project should aim to address are identified


5 Lessons learned from experience and linkages with other ongoing/planned projects or programmes have been
assessed and incorporated into strategy selection


5.1 Reference is made to the lessons learned from other projects/programmes implemented in the sector or in similar
environments (from review and evaluation reports), and these lessons are reflected in the proposal


5.2 Complementarity with ongoing or planned programmes/projects is assessed, including those of other donors
5.3 Implementation options/strategies are appropriately analysed, including the requirements for further


formulation/design work







S e c t i o n  4 :  P C M  O p e r a t i o n a l  G u i d e l i n e s


31


24 The term ‘preliminary’ emphasises the fact that these are initial estimates of what the project might achieve and cost, how it might be managed etc.
These issues will then be further developed, tested and documented in more detail during formulation.


Quality Attributes, Criteria and Standards at Identification


B FEASIBLE _ The project is well designed and is likely to deliver tangible and 
sustainable benefits to target groups 


6 The preliminary24 objectives are clear and logical, and address clearly identified needs


6.1 The project’s (preliminary) Overall Objective is clearly linked to a relevant policy or sector objective, and thus
demonstrates how the project is likely to contribute to a long term development outcome


6.2 The project’s (preliminary) purpose clearly specifies a direct benefit(s) that the target group(s) will derive from the
implementation of the project, and is consistent with the analysis of problems facing the target group(s)


6.3 The project’s (preliminary) results/outputs describe tangible improvements to services, facilities or knowledge that
will directly support achievement of the project’s purpose


7 The preliminary resource and cost implications are clear, and a preliminary economic and financial analysis
has been carried out


7.1 The (preliminary assessment of) resources required to implement the project are clearly described


7.2 Project investment and operating costs are described and analysed in sufficient detail, including the financial
contributions of different stakeholders


7.3 Recurrent cost implications are estimated, and an assessment made of the local capacity to meet these costs at the
end of the project investment phase


7.4 Where appropriate, initial estimates of the likely financial and economic viability of the project are provided, and
requirements for further Economic and Financial analysis of the project’s costs and benefits is specified 


8 Preliminary coordination/management and financing arrangements are clear and support institutional
strengthening and local ownership


8.1 Anticipated project management responsibilities are briefly defined, build on the analysis of institutional
arrangements and capacity, and promote local ownership and capacity building


8.2 Anticipated arrangements for coordinating the work of different stakeholders are briefly described, give ‘voice’ to
target groups, allow potential conflicts of interest to be addressed, and appear practical to implement


8.3 Anticipated arrangements for providing overall direction to the project are described  (i.e role and composition of a
project steering committee) 


8.4 Anticipated financial management arrangements for providing an adequate level of overall internal control are
described (i.e. accounting and financial information and reporting systems). 


9 This criteria (on monitoring and evaluation) does not need to be applied at the Identification stage


10 Assumptions/Risks are identified and assessed, and appear acceptable


10.1 Assumptions in the (draft) Logframe Matrix highlight key factors outside the direct control of project managers which
have the potential to impact negatively on the project (risks)


10.2 The importance of different risks is assessed, including the degree of negative impact they might have on achieving
objectives 


11 The project is (likely to be) environmentally, technically and socially acceptable and sustainable


11.1 An appropriate level of environmental impact analysis has been carried out, and the scope of further studies
determined


11.2 The project is (likely to be) technically feasible, meets relevant industry standards and uses/introduces technology
that is appropriate to the needs/resource endowment of target groups


11.3 Gender analysis has been carried out, and the project has a clear (preliminary) strategy to ensure benefits are
appropriately shared by women and men 


11.4 The project has a clear strategy to ensure benefits are appropriately targeted at identified vulnerable groups (i.e the
poor, women, children, disabled people and the old or infirm) 







4.3.5 Key documents


The key documents required by the EC at the
identification stage of the cycle are therefore:


• Terms of reference for any EC funded pre-
feasibility studies;


• The Identification Fiche, including as appropriate
draft terms of reference for a feasibility/design
study; or


• A Financing Proposal for a programme/package
of projects (e.g Action Programme together with
Project Fiches).


Formats for these documents can be found on the
EuropeAID intranet site (Quality Support Group). 


From a project management perspective, the
information required about a project at the end of
Identification (consistent with the key assessments
and Quality Criteria used at this stage) should
therefore include:


Information requirements about a project 
at end of Identification


1. Policy and programme context (Partner and EC)


2. Stakeholder analysis 


3. Problem analysis, including scope of cross-
cutting issues 


4. Lessons learned and review of other ongoing or
planned initiatives 


5. Preliminary project description – indicative
objective hierarchy 


6. Indicative resource and cost implications 


7. Indicative coordination, management (includ-
ing financial management/control) and
financing arrangements 


8. Preliminary assessment of economic/ finan-
cial, environmental, technical and social 
sustainability 


9. Follow-up work plan for the Formulation stage
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Quality Attributes, Criteria and Standards at Identification


C WELL MANAGED _ The preparation of the project is being well managed 
(by EC task managers)


16 Good practice principles of project cycle management are applied by EC Task Managers


16.1 Terms of Reference for EC funded studies/work are clear and comprehensive, and understood by concerned staff 


16.2 The project is appropriately assessed through the project management cycle, using agreed/relevant Quality
Assessment processes and criteria


16.3 The quality of key project documents (e.g. Identification Fiche, Financing Proposal) is assessed and meets
established quality standards


16.4 Use of the Logical Framework Approach and its associated tools are being appropriately applied through the project
cycle to support analysis and decision making


16.5 Contracts are being effectively managed, including the production of high quality contract documents, briefing of
contractors, review of reports and timely payment of certified invoices







4.3.6 Deciding next steps


The main decision options depend on whether or not a
financing decision is being made at the end of this stage. 


No financing decision at this stage (individual
projects)


If the project idea fully or adequately meets each of
the quality assessment criteria (based on an
assessment of the required documentation and
discussions with stakeholders), the project should be
considered for progression to the formulation stage.25


If the project concept is clearly unsatisfactory in
relation to one or more criteria, the decision options
would be to either:


• Collect additional information and clarify
information gaps with the partner government
and/or other key stakeholders;


• Commission further specific studies to help fill
information gaps; or


• Reject the project concept.


Financing decision at end of this stage
(Programme of projects)


If projects are being submitted as part of a Programme/
package of projects, the main decision options are:


• Accept the Financing Proposal for the
Programme and make a Financing Decision; 


• Require modification of the Financing Proposal
(including individual project fiches) prior to
making a Financing Decision; or


• Reject the Financing Proposal.


4.4 Formulation


4.4.1 Purpose


The purpose of the Formulation stage is to:


• Confirm the relevance and feasibility of the
project idea as proposed in the Identification
Fiche or Project Fiche; 


• Prepare a detailed project design, including the
management and coordination arrangements,
financing plan, cost-benefit analysis, risk
management, monitoring, evaluation and audit
arrangements; and


• Prepare a Financing Proposal (for individual
projects) and a financing decision. 


4.4.2 Key tasks and responsibilities


As with the identification stage, the prospective
implementing partners and other local stakeholders
should usually take a lead role in the project
formulation stage in order to help ensure ownership
and commitment.  However, donors (including 
the EC) often take an active supporting role with
respect to the financing and management of
feasibility/design studies, including the provision of
technical assistance/advisory inputs.  


The roles and responsibilities of different stakeholders
(including the EC) in the formulation stage will be
influenced by a number of factors, including:


• the extent to which the project aims to integrate
with local institutional structures and build local
capacity; 


• the anticipated project coordination and
management arrangements (including financial
management, internal control and reporting
framework); and


• stakeholders’ capacity to participate in and
finance the formulation process. 


The key tasks and responsibilities of the EC during
this stage depend on whether or not the financing
decision is being made at this stage or at the end of
Identification.  The main tasks associated with the
two options are summarized below:  
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25 In a few cases, a project may move from the identification stage directly to appraisal and consideration for financing.  This might occur if the identified
project is already well designed and appears to meet all formulation stage assessment criteria. 







Individual projects – financing decision made
at end of Formulation


Key tasks generally include:


1. Organise and participate in consultations
with key stakeholders throughout the phase
(e.g. partner government institutions, non-
state entities, civil-society groups, other
donors, etc), and promote their active
involvement in decision making.


2. Based/building on the approved
Identification Fiche and the contents of any
other pre-feasibility study documents,
finalise Terms of Reference and any required
tendering documents for the
feasibility/design study.


3. Manage the tender process (as required),
including the selection of a preferred
contractor and the conduct of pre-mission
briefings. 


4. Monitor the progress of the study/mission,
assess the content and quality of study
reports, and decide on next steps. 


5. If the project is to proceed to Financing,
prepare a Draft Financing Proposal and
submit to QSG for assessment.


6. Manage the Proposal through the financing
committee process.


7. Prepare and conclude Financing Agreement.


Programme of projects – financing decision
already made at end of Indentification


The approved Project Fiches contained in the
Programme may require further specification
before they can serve as clear and useful tools 
to guide implementation.  During this stage,
further formulation work may therefore be carried
out to develop the Technical and Administrative
Provisions prior to concluding a Financing
Agreement.


Key tasks generally include:


1. Review each Project Fiche to identify issues
requiring further analysis and
formulation/design work, and determine
responsibilities for undertaking the work. 


2. Prepare TOR (as appropriate) to contract
further formulation/design work. 


3. Contract the design work and manage the
contractors. 


4. Submit implementation documents
(TOR/Technical and Administrative
Provisions) for review by the QSG (on a
sample basis). 


5. Undertake other required actions prior to
implementation, including ongoing dialogue
with project stakeholders to ensure/support
local commitment.


6. Prepare and conclude Financing Agreement.
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The duration of the formulation stage may vary
greatly for different types of project and will be
influenced by the availability/accessibility of required
information, the capacity of local stakeholders and
the degree of political and administrative support
provided by local partners.  Smaller, less complex or
very urgent projects (i.e. for emergency relief) may be
formulated in a few weeks or months.  Large scale,
complex investments which are not critically urgent,
may take many months or even years to fully
formulate. 


The main tasks in the Formulation stage should generally
be managed by Delegations, using appropriately
resourced ‘teams’ wherever possible (rather than leaving
the task to individuals).  


Headquarters should focus on managing those elements
where they have a clear comparative advantage and/or
where operating and financial procedures require them
to take the lead role. 


4.4.3 Key assessments and tools 


During the Formulation stage the key assessments
required are (building on the assessments undertaken
during Identification):  (i) confirm consistency with
the policy and programming framework; (ii)
stakeholder analysis, including institutional capacity
assessment; (iii) problem analysis, including cross-
cutting issues (e.g. gender, governance, environment);
(iv) complementarity with other ongoing and planned
initiatives, incorporating lessons learned; (v) strategy







assessment; (vi) objective hierarchy assessment
(Objective, purpose, results and indicative activities);
(vii) assessment of resource and cost requirements;
(viii) assessment of management, coordination 
and financing arrangements (including financial
management and internal control/reporting); 
(ix) assessment of monitoring, evaluation and audit
arrangements; and (x) sustainability and risk
assessment, including economic/financial, environ-
mental, technical and social. 


The tools that can be applied to support the
formulation of good quality projects include:


• Quality assessment criteria (see section 4.4.4
below);


• The Logical Framework Approach, including the
preparation of the Logframe Matrix (which
contains the project description, key
assumptions/risks, indicators and sources of
verification) and supporting activity, resource
and cost schedules (see Section 5); 


• Institutional capacity assessment, building on
previous analysis undertaken in the
identification stage (see Section 6);


• Risk management matrix (See Section 7.2.2);


• Guidance on promoting participation and the
use of facilitation skills (see Section 8);


• Guidance on preparation of TORs (see Section 9); 


• Guidance on financial management, internal
control framework and reporting requirements
(to be developed);


• Further ECOFIN analysis; and


• The Financing Proposal format.


There are also a number of other Guidelines
(referenced in Section 2 of this Guideline), which
provide information on dealing with specific cross
cutting issues such as gender mainstreaming, good
governance/human rights, environmental impact
assessment and meeting the needs of the disabled.


4.4.4 Assessment criteria and standards


The assessment criteria and standards applied 
during the Formulation stage include those used 
at the Identification stage.  However, in this phase
additional focus is given to feasibility (including
technical, social, environmental and economic),
implementation arrangements, risk and sustainability
analysis. Again, professional judgment must be ap-
plied in determining whether or not all standards 
are relevant/applicable to the particular project 
or programme in question. 


The assessment criteria and standards at this stage 
are shown in the table below:
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Quality Attributes, Criteria and Standards at Formulation


A RELEVANT – the project meets demonstrated and high priority needs
(the standards for relevance are listed in the section on Identification – at this stage of the cycle they need to be reviewed and
re-confirmed)


1 Consistent with, and supportive of, EC development and cooperation policies


2 Consistent with, and supportive of, Partner Government policies and relevant sector programmes26


3 Key stakeholder and target groups are clearly identified, equity and institutional capacity issues analysed,
and local ownership demonstrated 


4 Problems have been appropriately analysed 


5 Lessons learned from experience and linkages with other ongoing/planned projects/programmes have been
assessed and incorporated into strategy selection
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Quality Attributes, Criteria and Standards at Formulation


B FEASIBLE – The project is well designed and will deliver tangible and sustainable benefits 
to target groups 


6 The objectives (Overall objective, purpose and results/outputs) and the work programme (activities) are clear
and logical, and address clearly identified needs


6.1 The project’s Overall Objective is clearly linked to a relevant policy or sector objective, and thus demonstrates how
the project will contribute to a long term development outcome 


6.2 The project’s purpose clearly specifies a direct benefit(s) that the target group(s) will derive from the implementation
of the project, and is consistent with the analysis of problems facing the target group(s)


6.3 The project’s results describe tangible improvements to services, facilities or knowledge that will directly support the
achievement of the project’s purpose


6.4 A feasible work programme (set of activities) is described which will allow project results to be delivered over a
realistic time-frame


6.5 The project design is not overly prescriptive, and allows for necessary changes to operational plans to be made
during implementation


7 The resource and cost implications are clear, the project is financially viable and has a positive economic
return


7.1 The resources (such as staff, equipment, materials etc) required to implement the project are clearly described,
including an analysis of resource contributions from each of the primary stakeholders (e.g. local communities,
partner government institutions, other donors and the EC)


7.2 Project investment and operating costs are described and analysed in sufficient detail, including the financial
contributions of different stakeholders


7.3 Recurrent cost implications are described, and an assessment made of the local capacity to meet these costs at the
end of donor financing


7.4 An appropriate level of Financial and/or Economic analysis of the project’s costs and benefits is provided, which
shows that the project is financially viable and has a positive economic return


8 Coordination/management and financing arrangements are clear and support institutional strengthening and
local ownership


8.1 Management responsibilities are clearly defined (including responsibilities of different stakeholder groups), build on
the analysis of institutional arrangements and capacity, and promote local ownership and capacity building


8.2 The arrangements for coordinating the work of different stakeholders are clearly described and practical to
implement, and allow project managers to access support from senior decision/policy makers (i.e a Governing
Body/Steering Committee)


8.3 Arrangements for regular review, operational work planning and budgeting ‘fit’ with local systems and support the
ability of managers to respond to lessons learned and changing circumstances on the ground 


8.4 Financial management arrangements are clearly specified (in particular for providing an adequate level of overall
internal control) and promote accountability and transparency


8.5 Audit arrangements are clearly specified (including responsibilities and coordination arrangements where various
stakeholders are involved)


9 The monitoring/evaluation and accountability system is clear and practical


9.1 The project’s Logframe Matrix includes a set of indicators and sources of verification (namely for the purpose(s) and
results), which will allow management information to be collected and used in a timely and cost-effective manner


9.2 Adequate resources are included within the project design to support the implementation of the performance
measurement (monitoring and evaluation) system


9.3 Roles and responsibilities for collecting, recording, reporting and using the information are clearly described, and
build on/support existing systems (capacity building)


9.4 The information needs of target groups are given adequate priority, and include providing the means by which they
can voice their opinions and concerns (local accountability) 


9.5 Effective anti-corruption monitoring tools and audit requirements are proposed/in place
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Quality Attributes, Criteria and Standards at Formulation


10 Assumptions/Risks are identified and assessed, and appropriate risk management arrangements are proposed


10.1 Assumptions in the Logframe Matrix highlight key factors outside the direct control of project managers which have
the potential to impact negatively on the project (risks)


10.2 The importance of different risks is assessed, including the degree of negative impact they might have on achieving
objectives


10.3 Arrangements for managing risks are clear


11 The project is environmentally, technically and socially acceptable and sustainable


11.1 An appropriate level of environmental impact analysis has been carried out, and an environmental management plan
is/will be in place


11.2 The project is technically feasible, meets relevant industry standards and uses/introduces technology that is
appropriate to the needs/resource endowment of target groups


11.3 Gender analysis has been carried out, and the project has a clear strategy to ensure benefits are appropriately
shared by women and men 


11.4 The project has a clear strategy to ensure benefits are appropriately targeted at identified vulnerable groups (i.e the
poor, women, children, disabled people, the old or infirm) 


C WELL MANAGED – the formulation of the project is being well managed 
(by EC Task Managers)


16 Good practice principles of project cycle management are applied by EC Task Managers


16.1 Terms of Reference for EC funded studies/work are clear and comprehensive, and understood by concerned staff 


16.2 The project is appropriately assessed through the project management cycle, using agreed/relevant Quality
Assessment processes and criteria


16.3 The quality of key project documents (e.g. Financing Proposals and Agreements, Operational plans, Progress reports
and Mid-term evaluation reports) is assessed and meets established quality standards


16.4 Use of the Logical Framework Approach and its associated tools are being appropriately applied through the project
cycle to support analysis and decision making


16.5 Contracts are being effectively managed, including the production of high quality contract documents, briefing of
contractors, review of reports and timely payment of certified invoices







4.4.5 Key documents


The key EC documents produced at this stage of the
cycle are therefore:


• A Financing Proposal; and/or


• Terms of Reference/Technical & Administrative
Provisions for implementation.


Example formats are available on the QSG website at:
X:/Europeaid/Thematicnetworks/qsg/Home_Page_
QSG_en.htm  


The main information elements that should be
available by the end of formulation (in order to
effectively guide and support implementation) are
shown in Figure 9.


4.4.6 Deciding next steps


For individual projects (with no financial decision yet
made) the decision options at the end of this stage
are: 


• Accept the Financing Proposal, make the
Financing Decision and proceed to concluding
the Financing Agreement;


• Seek further clarification or amendments to the
Financing Proposal before proceeding; or


• Reject the Financing Proposal. 


For projects that are part of an approved Programme
(i.e. for which the financing decision has already been
made at the end of the identification stage), the
decision options at this stage merge with those of the
implementation phase, namely:


• What further design/formulation work is
required before the start of implementation; and


• What are the final tendering/contracting
modalities to be used.
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Figure 9 – Information elements produced by end of Formulation
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S e c t i o n  4 :  P C M  O p e r a t i o n a l  G u i d e l i n e s


39


Figure 10 – Main implementation periods


Inception Implementation Phase out
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On an ongoing basis:


• Procure and deploy resources,
including personnel


•Implement activities and deliver
results


• Monitor and review progress


• Revise operational plans in light of
experience


• Report on progress 


Progressively:


• Hand over all
responsibilities to
local partners


•Ensure
maintenance plans
are in place


•Ensure relevant
skills are effectively
transferred


• Help ensure
recurrent cost
requirements are
secured


4.5 Implementation, including monitoring and reporting


4.5.1 Purpose


The purpose of the implementation stage is to:


• Deliver the results, achieve the purpose(s) and
contribute effectively to the overall objective of
the project;


• Manage the available resources efficiently; and


• Monitor and report on progress. 


The implementation stage of the project cycle is in
many ways the most critical, as it is during this stage
that planned benefits are delivered.  All other stages in
the cycle are therefore essentially supportive of this
implementation stage. 


4.5.2 Main periods


The implementation stage is usually composed of the
following main periods:


• Inception period;


• Main implementation period; and


• Phase-out period.


Key tasks associated with each of these periods are
summarized in Figure 10 below.







4.5.3 Definition of monitoring, regular review, evaluation and audit


While monitoring and evaluation are both concerned
with the collection, analysis and use of information
to support informed decision making, it is useful to
understand the differences between the two in terms
of who is responsible, when they occur, why they are
carried out and the level of focus in terms of the
Logframe objective hierarchy.  This distinction is
shown in the table below.


Regular reviews of project progress should involve
key stakeholders with direct responsibilities for
implementation on the ground (i.e the project
management team).  Regular reviews provide a
structured opportunity to discuss and agree on the
content of progress reports, build a common
understanding of key issues/concerns and of actions
that need to be taken.  Such reviews may be more or
less ‘formal’, and should take place regularly
throughout the implementation period. 
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Definition of monitoring, evaluation and audit


Monitoring & Evaluation Audit
regular review


Who? Internal management Usually incorporates          Incorporates 
responsibility – external inputs external inputs
all levels (objectivity)


When? Ongoing Periodic – mid-term, Ex-ante
completion, ex-post (systems reviews), 
ongoing and upon completion


Why? Check progress, take Learn broad lessons Provide assurance and
remedial action, applicable to other accountability to
update plans programmes/projects and stakeholders


as an input to policy review
Provide recommendations


Provide accountability for improvement of current
and future projects


Inputs, activities, results Results, purpose, overall Inputs, activities
objective (& link back and results
to relevance)


Link to Logframe
objective
hierarchy







4.5.4 Key tasks and responsibilities


In line with the EC’s policy of fostering ownership,
partnership and strengthening institutional capacity,
project implementation should, in most cases, be the
primary responsibility of implementing partners.  The
EC’s main responsibility is to provide timely finance,
management and technical support, to monitor
project implementation and ensure an appropriate
level of accountability for resources used and results
achieved, and to capture and act on lessons learned
during implementation.  


For the EC Task Manager, whether at a Delegation or
at HQ, the main tasks usually include:


During the implementation of the project, project
managers are responsible for undertaking three main
sets of tasks: 


1. Monitoring and regular review. Project manage-
ment must keep track of how the project is
progressing in terms of expenditure, resource use,
implementation of activities, delivery of results and
the management of risks.  This is achieved through
‘monitoring’, which is the systematic and continu-
ous collection, analysis and use of management
information to support effective decision-making.
Monitoring is an internal management responsibil-
ity, although it may be complemented by ‘external’
monitoring inputs.  These external monitoring
inputs can be useful in providing objective
verification of results, additional technical advice
and a ‘big-picture’ view for senior management.
The use of Logframes and implementation 
plans are highly recommended as practical tools
which directly support effective management,
monitoring and review.


Monitoring may also be complemented by audits.
In particular, Task Managers are in a position to
signal the need for an audit and request that one be
launched.


Regular reviews provide an opportunity to reflect
on progress, agree on the content of progress
reports and follow-up action required.


Implementation should thus be seen as a
continuous learning process whereby experience
gained is reviewed and fed-back into ongoing
planning (see Figure 11). 


2. Planning and re-planning. Plans are best estimates
of what will happen in the future, but must be
modified on an ongoing basis to take account of
what actually happens during implementation.  The
Logframe, Activity and Resource/Budget Schedules
must therefore be periodically reviewed, refined,
and updated based on experience.  This may some-
times require changes to the scope of Financing
Agreements and associated contractual documents.  
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27 Detailed tender procedures exist for each co-operation instrument of the EC. Projects are either implemented by independent contractors (for TACIS, this
is general) or by the identified partner implementing agencies, with support of technical assistance if required.


28 A ‘formal review’ is distinguished from ‘regular reviews’ primarily by who is involved and their frequency, with formal reviews involving external inputs and
occurring less frequently (i.e mid-term evaluations).


1. Prepare the implementation documents for
service, works and supply contracts27


2. Monitor project progress (including assessment
of the content and quality of monitoring
reports), and suggest corrective measures if
required to support efficient and effective
implementation


3. Contribute, as appropriate, to regular review 
and updating of operational plans


4. Keep appropriate records of project progress, 
the results achieved and constraints encountered


5. Prepare progress reports and keep the informa-
tion in the CRIS Implementation Report
regularly updated


6. Support timely disbursement of EC resources,
based on approved work plans and budgets and
an assessment of project performance


7. Facilitate communication and information flow
between, and feedback to, key stakeholders


8. Manage formal reviews (i.e. mid-term evalua-
tion)28 and audits commissioned by the EC, 
if required


9. Request audits when require and/or considered
appropriate, and provide relevant project
information to Audit Task Managers and auditors


10. Make timely decisions to solve problems and
support implementation







While effective monitoring is primarily based on
‘internal’ project systems, some decisions that then
need to be made cannot (and should not) be made by
project managers themselves.  A project ‘Governing
Body’ or ‘Steering Committee’ is therefore often
required to make strategic decisions on project scope,
including required changes in objectives, targets,
budget, management arrangements, etc.  Such a
governing body/committee might therefore meet to
review project progress and performance on a periodic
basis (i.e. six-monthly or annual), and make the
necessary decisions to keep the project ‘on track’. 


3. Reporting.  Project management/implementing
agencies must provide reports on physical and
financial progress to stakeholders, particularly
those providing financial resources to support
implementation.  The aim of these reports should
be to:


• Inform stakeholders of project progress (against
what was planned), constraints encountered and
any significant remedial or supportive action
required; 


• Provide a formal documented record of what has
been achieved during the reporting period, and
thus facilitate future reviews or evaluations; 


• Document any changes in forward plans,
including budgetary requirements; and therefore;


• Promote transparency and accountability. 


The key concern with respect to project progress reports
is that they contain information that is relevant to the
reader, that progress against what was planned is
assessed (performance), and that the information is
clearly and concisely presented.  More information is
not better information – quality is the key.   


The Common Relex Information System (CRIS)
provides a standardized structure for reporting on the
implementation of EC funded projects (through the
‘Implementation Report’ window).   This information
must be regularly updated.  


Good quality monitoring reports are also an essential
input to project evaluations and audits.  Without
clearly documented project plans and a documented
record of progressive achievements, evaluation
becomes an almost impossible task.  For audits, clear
project budgets and financial progress reports are also
particularly important.  
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Figure 11 _ Implementation: A Learning Process
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4.5.5 Key assessments, 
tools and documents 


During project implementation there should 
be an ongoing assessment of: (i) the continued 
relevance and feasibility of the project; (ii) progress 
in achieving objectives and resources used; (iii) quality
of management, including risk management; 
(iv) prospects for sustainability of benefits; and 
(v) action required.  The quality criteria provided in
Section 4.5.7 provide the focus for these assessments.


Key tools that can be used to help make these
assessments, and which support effective management
and monitoring during the implementation stage
include:


• Quality criteria and standards (see Section 4.5.7)


• Logframe matrix (See Section 5)


• Activity/work programme schedules and
resource/budget schedules (See Section 5)


• Risk management matrix (see Section 7.2.2)


• Checklists for planning short-visits, conducting
interviews and managing regular review meetings
(see Section 7)


• Progress report formats (See Section 7) –
including CRIS’s ‘Implementation Report’
window 


• Guidance on promoting participation and using
facilitation skills (See Section 8) 


• Terms of Reference (see Section 9)


The key documents required/produced during the
implementation stage usually include:


• Operational work plans (usually annual); 


• Periodic progress reports (including regular
updates to the information contained in the
CRIS ‘Implementation Report’);


• Specific reviews/study reports (e.g. mid-term
evaluation); and


• Completion report (at end of project).


4.5.6 Information collection 
and use _ overview


The information required during implementation is
determined primarily by the scope of the project –
namely the purpose, results, activities, resource
requirements and budget – and by the management
arrangements (roles and responsibilities).  


At the purpose and result levels, the key indicators and
sources of verification contained in the Logframe
matrix provide the focus for information collection and
use.  The key project planning documents (namely 
the original Financing Agreement, Technical and
Administrative Provisions, and the associated Logframe
matrix and schedules) provide the documented
reference point as to what information is required.  


The project itself is not usually responsible for
collecting information at the level of the project’s
overall objective, given that this should generally
refer to broader impact at the sector or policy level,
and it would not make sense for each project to be
separately collecting and reporting such information.
Also, achievements at this level of the objective
hierarchy are only usually expected at the end of the
project life or after (ex-post), and are often very
difficult to attribute to individual projects. 


It is important to relate information needs to the
different levels of the management structure.  The
level of detail of information required and the
frequency of reporting will vary according to the level
of management.  Figure 12 illustrates this principle. 
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In the process of monitoring and reporting it is
therefore critical to keep the different information
needs of key stakeholders in mind.  This will generally
require a hierarchy of data collection and reporting
formats, each designed to meet the information needs
of different levels of management.  


In the EC context, an external monitoring system is
currently operational to gather summary information
for all Commission-funded external aid projects.29 


In principle, the same questions as for internal
monitoring need to be asked, although given that
external monitoring systems principally address the
information needs of ‘high level’ management,
greater focus is given to questions of continued rele-
vance, effectiveness, likely impact and sustainability.


To support the principles of ownership and
participation, it is important that monitoring and
reporting systems give priority to:


• The information needs of managers on the
ground;


• Using or building on existing systems rather than
building parallel ones; and


• Providing feedback to key stakeholders, including
target groups.30


Information collected through the project’s monitor-
ing system (including the work of independent
monitors) should be summarised and entered into the
Common Relex Information System (CRIS), which
provides a means for EC officials (and some others) to
access a summary about the status of an EC financed
programme or project in a standard format at any
point in time.  


The CRIS ‘Implementation Report’ format and
information requirements are briefly described in
Section 7.
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29 The external monitors are contractors whose role is to analyse project progress, make field visits to projects and prepare monitoring reports which are then
submitted to those in charge of supervising implementation (including task managers at HQ and at delegations). They can play an important role in
providing an independent follow-up on progress and in liaising with the parties involved to identify implementation problems.


30 Failure to provide any feedback on monitoring reports means there is little incentive/motivation for providing timely or quality information. 
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Figure 12: Information Needs and Levels of Management







4.5.7 Assessment criteria and standards


In order to help assess the quality of project implementation, a set of quality criteria and standards are provided
under the attribute heading of ‘Effective and Well-managed’.  


By making a judgment about how well these criteria and standards are being met, monitoring reports can be
completed, and informed management decisions made. 
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Quality Attributes, Criteria and Standards during Implementation


C EFFECTIVE and WELL MANAGED _ The project is delivering the anticipated benefits 
and is being well managed


12 The project remains relevant and feasible


12.1 The project remains consistent with and supportive of current policy and programme priorities


12.2 The project strategy and objectives remain relevant to the needs of beneficiaries (target group and ultimate
beneficiaries), including women and men and vulnerable groups such as the disabled


13 Project objectives are being achieved


13.1 Results are being delivered as planned, are of good quality and the project’s target group find them relevant to their
needs


13.2 The results being delivered are contributing effectively to the achievement of the project purpose


13.3 The project is likely to contribute to the overall objective, and there is evidence that the project’s ultimate
beneficiaries will indeed benefit from the project (including women and men and particular vulnerable groups such
as the disabled)


14 The project is being well managed by those directly responsible for implementation


14.1 Inputs are being provided on time and within budget


14.2 Activities are being implemented on time 


14.3 Relevant information on project achievements/results is being collected and used, and is accessible to stakeholders
in an appropriate format and language 


14.4 Operational plans and budgets are reviewed and updated on a regular basis (including risk management plans), and
reflect lessons learned from experience on the ground


14.5 Transparency and accountability systems (including financial management systems and independent audit) are
adequate and effective in identifying/deterring corrupt practices


15 Sustainability issues are being clearly addressed


15.1 Financial sustainability issues are being addressed (e.g. affordability, govt. budget commitment, cost-recovery
mechanisms, private sector management, etc) 


15.2 The technology being used/promoted by the project is appropriate and can be maintained


15.3 Issues of environmental and social sustainability are being appropriately assessed and managed


15.4 Institutional strengthening and capacity building activities (e.g. policy and systems development, training of trainers)
are being effectively carried out, and skills transferred


15.5 There is a plan for the phase out of any external assistance/TA, and the handover of any management
responsibilities they may have


16 Good practice principles of project cycle management are applied by EC Task Managers


16.1 Terms of Reference for EC funded studies/work are clear and comprehensive, and understood by concerned staff 


16.2 The project is appropriately assessed through the project management cycle, using agreed/relevant Quality
Assessment processes and criteria


16.3 The quality of key project documents (e.g. Financing Proposals, Operational plans, Progress reports and Mid-term
evaluation reports) is assessed and meets established quality standards


16.4 Use of the Logical Framework Approach and its associated tools are being appropriately applied through the project
cycle to support analysis and decision making


16.5 Contracts are being effectively managed, including the production of high quality contract documents, briefing of
contractors, review of reports and timely payment of certified invoices







4.5.8 Deciding next steps


During the implementation stage, the following key
decision options are available:


• Continue implementing the project as planned;


• Revise forward plans (budgets, resources,
activities and possibly results) in light of
experience gained through project monitoring
and review; and


• In extreme cases, discontinue the project.


4.6 Evaluation


4.6.1 Purpose and principles


The purpose of evaluation is to:


• Make an “assessment, as systematic and objective
as possible, of an ongoing or completed project,
programme or policy, its design, implementation
and results. The aim is to determine the relevance
and fulfillment of objectives, developmental
efficiency, effectiveness, impact and sustainability.
An evaluation should provide information that is 


credible and useful, enabling the incorporation of
lessons learned into the decision-making process of
both recipients and donors”.31


Principles underpinning the approach to evaluation
are:


• Impartiality and independence of the evaluation
process from the programming and
implementation functions;


• Credibility of the evaluation, through use of
appropriately skilled and independent experts
and the transparency of the evaluation process,
including wide dissemination of results;


• Participation of stakeholders in the evaluation
process, to ensure different perspectives and
views are taken into account; and


• Usefulness of the evaluation findings and
recommendations, through timely presentation
of relevant, clear and concise information to
decision makers. 


The distinction between the primary purposes of
evaluation, monitoring and audit are summarised in
the table below:
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Distinction between evaluation, monitoring and audit


Evaluation • Assessment of the efficiency, effectiveness, impact, relevance and sustainability of aid
policies and actions


Monitoring • Ongoing analysis of project progress towards achieving planned results with the
purpose of improving management decision making


Audit • Assessment of (i) the legality and regularity of project expenditure and income  
i.e. compliance with laws and regulations and with applicable contractual rules and
criteria; (ii) whether project funds have been used efficiently and economically 
i.e. in accordance with sound financial management;; and (iii) whether project funds
have been used effectively i.e. for purposes intended.


• Primarily a financial and financial management focus, with the focus of effectiveness
being on project results.







4.6.2 Key tasks and responsibilities


With respect to responsibilities, two types of evalua-
tion can be distinguished within the EC’s external 
co-operation programmes:


1. Evaluation of individual projects: Responsibility 
for the evaluation of individual projects may 
rest either with EuropeAID or with Delegations.
The Evaluation Unit in Brussels is responsible for
maintaining a database of all completed evaluation
reports.  Evaluation studies are usually financed
under project/programme funds. 


2. Evaluation of the results of country/regional and sector
policies and programmes, of programming performance
and of the policy mix: This type of evaluation is
managed by the Evaluation Unit (EuropeAID H/6)
under the direct authority of the Board. The unit
feeds the results back into the policy-making and
programming process. 


The Evaluation Unit has a separate budget and is
independent of the operational services.  It has a key
role as an advisory service and participates in the
activities of the Inter-Service Quality Support Group
(i-QSG).  


Managing an evaluation exercise usually involves the
following major tasks for the “Evaluation Manager”:


An evaluation is also usually supported by a ‘reference
group’, its principal functions being:


• to comment on the Terms of Reference drawn up
by the Evaluation Manager;


• to act as an interface between consultants and
Commission Services;


• to advise on the quality of work undertaken by
consultants; and


• to assist in feedback on the findings and
recommendations from the evaluation into
future project/programme design and
implementation.


Evaluations may be carried out for individual 
projects, but are more often conducted on the basis of
either: (i) a geographical (country or regional) focus;
(ii) a sectoral/thematic focus; or (iii) a focus on a
specific financial instrument (i.e budget line) or
specific Regulation (such as MEDA, ALA, TACIS etc).


4.6.3 Tools and key documents


The primary tools available to support a project
evaluation include:


• Terms of reference for the evaluation mission
(See Section 9);


• The project’s Logframe matrix _ to help assess
what has been achieved against plan (See Section
5), plus the Financing Agreement and associated
Technical & Administrative Provisions;


• Monitoring reports (internal and external),
produced during implementation including
updated Annual Plans (See Section 7); 


• ECOFIN Analysis; and


• The Evaluation Report format (see box below). 


The key documents produced during this stage of the
cycle are the:


• Terms of Reference for the evaluation mission,
and 


• final Evaluation Mission Report. 


The evaluation report should mirror the structure of the
main evaluation criteria (see section 4.6.4 below),
taking into account the nature of the project, the
stage at which the evaluation is carried out, and the
users for whom the report is prepared.  
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1. Identifying the need for an evaluation and
selecting the topics/themes to be evaluated;


2. Designing the evaluation, including preparing
the Terms of Reference;


3. Drafting tender documents for the evaluation
study and selecting the contractor according to
the established rules;


4. Briefing the contractor and the parties involved,
and supporting the evaluation mission; and


5. Ensuring the production of a high quality
evaluation report and of the dissemination of
evaluation findings and recommendations.







When drafting Terms of Reference it is necessary to
decide the relative importance of each of the evaluation
criteria for a given study: usually, a mid-term evaluation
will rather focus on questions of continued relevance,
efficiency and preliminary indications of effectiveness;
whereas ex post evaluations are more likely to focus 
on questions of impact and sustainability.  


A standard format for evaluation reports including
explanatory comments can be found on the Internet.32


However, the structure of an evaluation report should
be determined primarily by its intended main purpose
and its target groups/users. In general, the main
sections of an evaluation report should be as follows: 
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It should be tightly drafted, and usable as a free-standing document. It should be
short, not more than five pages. It should focus on the main analytical points,
indicate the main conclusions, lessons learned and specific recommendations.
Cross-references should be made to the corresponding page or paragraph
numbers in the main text that follows.


The main text should start with an introduction describing, first, the project or
programme to be evaluated and, second, the evaluation objectives. The body or
core of the report should follow the five evaluation criteria, describing the facts
and interpreting or analysing them in accordance with the key questions
pertinent to each criterion.


These should be presented as a separate final chapter. Wherever possible, for
each key conclusion there should be a corresponding recommendation. The key
points of the conclusions will vary in nature but will often cover aspects of the
evaluation criteria.
The ultimate value of an evaluation depends on the quality and credibility of the
recommendations offered. Recommendations should therefore be as realistic,
operational and pragmatic as possible. 
Recommendations should be carefully targeted to the appropriate audiences at
all levels.


• Terms of Reference of the evaluation
• Names of the evaluators and their companies 
• Methodology applied for the study (phases, methods of data collection, 


sampling etc)
• Logical Framework matrices (original and improved/updated)
• Map of project area, if relevant
• List of persons/organisations consulted
• Literature and documentation consulted
• Other technical annexes (e.g. statistical analyses)
• 1-page DAC summary


Outline of an Evaluation Report


I _ EXECUTIVE
SUMMARY


II _ Main Text


III _ Conclusions and
Recommendations


IV _ Annexes







4.6.4 Information requirements and evaluation criteria


Evaluations under EC funds follow the evaluation criteria of the DAC that are in turn closely linked to the
Logframe.  These key criteria are shown in the table below:
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Evaluation Criteria Used by the European Commission


The appropriateness of project objectives to the problems that it was supposed to
address, and to the physical and policy environment within which it operated.  It
should include and including an assessment of the quality of project preparation and
design – i.e. the logic and completeness of the project planning process, and the
internal logic and coherence of the project design. 


The fact that the project results have been achieved at reasonable cost, i.e. how well
inputs/means have been converted into Activities, in terms of quality, quantity and
time, and the quality of the results achieved. This generally requires comparing
alternative approaches to achieving the same results, to see whether the most efficient
process has been adopted.


An assessment of the contribution made by results to achievement of the Project
Purpose, and how Assumptions have affected project achievements.  This should
include specific assessment of the benefits accruing to target groups, including women
and men and identified vulnerable groups such as children, the elderly and  disabled.  


The effect of the project on its wider environment, and its contribution to the wider
policy or sector objectives (as summarised in the project’s Overall Objective).


An assessment of the likelihood of benefits produced by the project to continue to flow
after external funding has ended, and with particular reference to factors of ownership
by beneficiaries, policy support, economic and financial factors, socio-cultural aspects,
gender equality, appropriate technology, environmental aspects, and institutional and
management capacity.


Relevance


Efficiency


Effectiveness


Impact


Sustainability


Figure 13: Link between Evaluation Criteria  and the Logframe
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Figure 13 below illustrates the link between the EC’s evaluation criteria and the Logframe’s objective hierarchy. 







4.6.5 Decision options
Depending on the timing and objectives of the
evaluation, the main decision options are to:


• continue project implementation as planned, to
re-orient/restructure the project, or, in the worst
case, to stop the project (mid-term evaluation);


• modify the design of future projects or
programmes in light of lessons learned (ex-post
evaluation); or


• to modify policies, co-operation strategies, and
subsequent programming or identification
exercises _ in the case of sector, thematic or
cross-sector evaluations.


4.7 Audit


4.7.1 Purpose and principles


The purpose of an audit is to:


• Assess an activity/subject that is the
responsibility of another party against identified
suitable criteria, and 


• express a conclusion (i.e. opinion) that provides
the intended user with a level of assurance about
the activity/subject being audited. 


Within the context of external aid the term audit
refers to audit of ‘external operations’.  These external
audits are carried out by or on behalf of EuropeAID 
or a Delegation and focus on the activities of
beneficiaries, contractors or intermediaries (i.e.
implementing organizations). External audits are
conducted by professional audit firms and by
EuropEAID auditors, although EuropeAID’s policy is
to have audits primarily conducted by external audit
firms. The objectives of these audits are to enable 
the auditor to express a conclusion (i.e. provide
assurance) on:


• The legality and regularity of project expenditure
and income i.e. compliance with laws and
regulations and with applicable contractual rules
and criteria; and/or


• Whether project funds have been used efficiently
and economically i.e. in accordance with sound
financial management; and /or


• Whether project funds have been used effectively
i.e. for purposes intended.


The principal objective of a financial audit is to
provide assurance on the legality and regularity of
project income and expenditure whereas performance
audits examine and assess the three E’s (i.e. Efficiency,
Economy and Effectiveness) of project activities.


Audit firms, who carry out audit engagements for 
the Commission, are required to observe the ethical
principles and standards promulgated by the 
IFAC (International Federation of Accountants). 
The fundamental principles that auditors are required
to observe are: integrity, objectivity, professional
competence and due care, confidentiality, profession-
al behaviour, technical standards and independence. 


4.7.2 Key tasks and responsibilities


The responsibility for the planning and preparation,
supervision, execution and follow-up of the external
auditing of projects lies with the audit functions in
the Finance, Contract and Audit Units of EuropAID’s
Operational Directorates and with the Finance and
Contract Sections in Delegations, insofar as they have
been deconcentrated.


Audit Task Managers (‘ATM’) play a critical role in
monitoring the audits of external operations which
are conducted by external audit firms. They are either
staff members of a Finance, Contract and Audit Unit
at Headquaters, of a Finance and Contract Section in
deconcentrated Delegations or of the Audit of
External Operations Unit (Unit G4).  ATMs are thus
responsible for:


• monitoring audits conducted by audit firms; and


• carrying out planning, organisational,
administrative and procedural tasks related to the
audit (e.g. preparing terms of reference for the
audit engagement). 
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The audit functions of the Operational Directorates
and Unit G4 may also conduct audits themselves.


The role of the Unit G4 is one of co-ordination, of
technical and methodological guidance, of support
and of improvement in working practices with regard
to external audits.


Task (Project) Managers as well as Finance and
Contracts Managers provide, on their own initiative
or on request, support and information to ATMs.


Unit G4 manages framework contracts for auditing
external aid programmes financed by the European
Development Funds (EDF) or the European Com-
munity Budget (EC Budget). The general guidelines
for using the Audit Framework Contracts are set out 
on EuropeAID’s Intranet pages ‘Audit of External
Operations’.  Interested EuropeAID services and 
Delegations should carefully read these guidelines
before they refer to a specific Audit Framework Con-
tract. In case of doubt they should contact Unit G4.


Managing an audit usually involves the following
major tasks for the “Audit Task Manager”:


Planning


1. Identifying the need for an audit and estab-
lishing audit objectives and scope.


2. Designing the audit, including drafting the TOR,
usually on the basis of standard formats.


3. Selecting the audit firm according to the existing
rules usually those of the Audit Framework
Contract.


Conduct


4. Monitoring of the conduct of the audit by
external audit firms (e.g. attending opening and
closing meetings and observing on-the-spot tests
and procedures).


Reporting


5. Obtaining and reviewing copies of ‘Aide
Memoires’ (memorandum with findings and
conclusions), draft and final audit reports and
ensuring their dissemination.


6. Arranging procedures (meetings or written
procedures) between EuropeAID services, the
Delegation, the audit firm and the auditee.


Follow-up


7. Monitoring the follow-up of audit findings and
recommendations including reporting on the
follow-up. Ensuring follow-up of audit findings
and recommendations (i.e. implementation by
the auditee) is an operational responsibility.
Therefore, it is the task of the Task (Project)
Manager and not the ATM.


4.7.3 Tools and key documents


The primary tools available to support audit include:


• Terms of reference for the audit mission (See
Section 9 for general formats). Refer to the
Intranet pages ‘Audit of external Operations’ for
guidelines on the use of the Audit Framework
Contract and standard TOR. Drafting  TOR for
audit engagements requires specific audit
expertise and should be left to the Audit Task
Managers usually acting in consultation and
close co-operation with Unit G4;


• The Logframe matrix - to help assess what has
been achieved against plan (See Section 5);


• Monitoring reports (internal and external),
produced during implementation (See Section 7); 


• Methodological guidance provide by the website
‘Audit of External Operations’; and


• The audit report format (see box below).


The key documents to be produced are the:


• Terms of Reference for the audit engagement;
and 


• the final Audit Report. 


The audit report should mirror the structure of the
main audit criteria (see section 4.7.4 below), taking
into account the nature of the project, the stage at
which the audit is carried out, and the users for whom
the report is prepared. 
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Standard formats for audit reports including explanatory comments can be found on the EuropeAID Intranet
site under ‘Audit of External Operations’.  In general, the main sections of an audit report should be as follows: 
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I – EXECUTIVE
SUMMARY


II – Main Text


III – Findings,
Conclusions and
Recommendations


IV – Annexes


Outline of an Audit Report


It should be tightly drafted, and usable as a free-standing document. It should be
short, not more than five pages. It should focus on the main analytical points,
indicate the main conclusions, lessons learned and specific recommendations.
Cross-references should be made to the corresponding page or paragraph numbers
in the main text that follows.


The main text should start with an introduction describing, first, the project or
programme to be audited and, second, the audit objectives and scope. The body or
core of the report should follow the audit criteria, describing the facts and
interpreting or analysing them in accordance with the key questions pertinent to
each criterion.


Audit findings should be presented as a separate chapter. Audit findings are pertinent
statements of fact and emerge by a process of comparing ‘what should be’ with
‘what is’ (i.e. comparing facts with criteria). Main findings will vary in nature but
should be addressed in the body of the report whereas underlying and more
detailed findings can be addressed in the annexes.


Wherever possible, for each key finding there should be a corresponding
recommendation. The ultimate value of an audit depends on the assurance which
the audit provides and the quality and credibility of the recommendations offered.
Recommendations should therefore be as realistic, operational and pragmatic as
possible. Recommendations should be carefully targeted to the appropriate
audiences at all levels.


Conclusions (or the opinion of the auditor) are the auditors overall assessment of the
effects of the findings on the subject (i.e. project activities and financial data)
audited. Audit conclusions put the findings in perspective upon their overall
implications. 


• Terms of Reference of the audit


• Audit firm references and names of the auditors


• Audit Methodology applied


• List of persons/organisations consulted


• Literature and documentation consulted


• Other technical annexes (e.g. list with detailed findings, expenditure tables)







4.7.4 Information requirements 
and audit criteria


Audits of external aid project follow criteria that are
applicable and suitable for the audit type concerned. 


Usually, certain general criteria can be identified such
as generally accepted accounting principles, rules
provided by Financial Regulations (Budget or EDF) or
key principles and criteria for the internal control
framework that are suitable for the entity which is
responsible for the implementation and management
of the project.


More specific criteria may be provided by the funding
instruments (e.g. EDF, MEDA, TACIS) or contracts for
the project concerned. For example: tender and award
procedures and criteria for the eligibility of project
expenditure.


It is critical that all relevant criteria, whether general or
more specific, are known by the auditor before the audit
starts. Consequently, it is also critical that relevant criteria
are clearly explained in the TOR as these provide the basic
reference framework for both the auditor and the
Commission.  Some of the most commonly applied
criteria are shown in the table below:


4.7.5 Decision options


Depending on the type, objectives and scope of the
audit, the main decision options are to:


• continue project implementation as planned, to
re-orient/restructure the project, or, in the worst
case, to stop the project;


• to adjust final payment claims or recover project
funds that have not been used for the purpose
intended or that relate to project expenditure
which was found to be not eligible; 


• modify the design of future projects or
programmes in light of lessons learned; or


• to modify policies, such as for example the
clarification of modification of criteria with
respect to financial management and reporting.
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Compliance


Efficiency &
Economy


Effectiveness


Audit Criteria Used by EuropeAID


Compliance relates to conformity of project activities and finances with applicable
laws and regulations (‘legality’) and rules (‘regularity’). The relevant  rules are
usually to be found in standard external aid contracts for works, supplies, services
and grants and related documents such as general and specific conditions and
various other documents annexed to the contracts.


The fact that the project results have been achieved at reasonable cost, i.e. how well
inputs/means have been converted into Activities, in terms of quality, quantity and
time, and the quality of the results achieved. The audit examines how the projects
resources have been used.
An important criterion is the design and functioning of the internal control
framework of the entity which is responsible for the management and
implementation of the project. The key components of an internal control
framework are: control environment, risk management, information and
communication, control activities and monitoring. Each of these components can
be broken down into various standards that provide a reference framework and
criteria to assess the adequacy and efficiency of an organisation’s internal control
framework.


An assessment of the contribution made by results to achievement of the Project
Purpose, and how Assumptions have affected project achievements.  This should
include specific assessment of the benefits accruing to target groups, including
gender aspects.  Audits primarily examine the more tangible and short-term project
results and output.
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PART 2 – TOOLS
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5. THE LOGICAL FRAMEWORK APPROACH


6. INSTITUTIONAL CAPACITY ASSESSEMENT


7. MONITORING, REVIEW AND REPORTING


8. PARTICIPATION AND FACILITATION


9. PREPARING TERMS OF REFERENCE
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5.1 Overview of the Logical
Framework Approach


5.1.1 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.33 It was designed to
address three basic concerns, namely that:


• 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


• 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 since 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 since 1993, and 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. 


5.1.2 What is it?


The LFA is an analytical process and set of tools 
used to support project planning and management. 
It provides a set of interlocking concepts which are


used as part of an iterative process to aid structured
and systematic analysis of a project or programme
idea. 


The LFA should be thought of as an ‘aid to
thinking’.  It allows information to be analysed and
organized in a structured way, so that important
questions can be asked, weaknesses identified and
decision makers can make informed decisions based
on their improved understanding of the project
rationale, its intended objectives and the means by
which objectives will be achieved. 


It is useful to distinguish between the LFA, which is
an analytical process (involving stakeholder analysis,
problem analysis, objective setting and strategy
selection), and the Logical Framework Matrix (LFM)
which, while requiring further analysis of objectives,
how they will be achieved and the potential risks,
also provides the documented product of the
analytical process. 


The Logical Framework Matrix (or more briefly the
Logframe) consists of a matrix with four columns and
four (or more) rows, which summarise the key
elements of a project plan, namely:


• The project’s hierarchy of objectives (Project
Description or Intervention Logic);


• The key external factors critical to the project’s
success (Assumptions); and


• How the project’s achievements will be
monitored and evaluated (Indicators and Sources
of Verification).


The typical structure of a Logframe Matrix is shown
in Figure 14.


The Logframe also provides the basis on which
resource requirements (inputs) and costs (budget) 
are determined.
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33 Materials for this LFA Guideline have been drawn from a variety of sources including previous EC PCM documents, the LFA Guidelines of other donors
(e.g. AusAID, USAID and SIDA), articles critiquing the LFA, and from the author’s own practical experience.


5.THE LOGICAL FRAMEWORK APPROACH







Assumptions


5.1.3 Link to the project cycle 
and key PCM documents


The Logical Framework Approach (LFA) is a core tool
used within Project Cycle Management.  


• It is used during the identification stage of PCM
to help analyse the existing situation, investigate
the relevance of the proposed project and
identify potential objectives and strategies;


• During the formulation stage, the LFA supports
the preparation of an appropriate project plan
with clear objectives, measurable results, a risk
management strategy and defined levels of
management responsibility;


• During project/programme implementation, the
LFA provides a key management tool to support
contracting, operational work planning and
monitoring; and


• During the evaluation and audit stage, the
Logframe matrix provides a summary record of
what was planned (objectives, indicators and key
assumptions), and thus provides a basis for
performance and impact assessment.  


A common problem with the application of the
Logframe Approach (particularly the preparation of the
matrix) is that it is undertaken separately from the
preparation of the other required project documents,
such as the Identification Fiche or the Financing
Proposal (i.e as an afterthought).


This then results in inconsistency between the
contents of the Logframe matrix and the description
of the project contained in the narrative of the main
documents.  The application of the LFA should come
first, and then provide a base source of information
for completing the required PCM documents.


5.1.4 Practical issues in applying the
Logframe Approach


The LFA provides no magic solutions, but when
understood and intelligently applied, is a very
effective analytical and management tool.  However,
it is not a substitute for experience and professional
judgment and must also be complemented by the
application of other specific tools (such as
Institutional Capacity Assessment, Economic and
Financial Analysis, Gender Analysis, and Environ-
mental Impact Assessment) and through the
application of working techniques which promote the
effective participation of stakeholders.  


The process of applying the analytical tools of LFA 
in a participatory manner is as important as the
documented matrix product.  This is particularly so 
in the context of development projects, where
ownership of the project idea by implementing
partners is often critical to the success of project
implementation and to the sustainability of benefits.
Effective team work is critical. 
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Figure 14: Typical structure of a Logframe Matrix


Project Description Indicators Source of Verification


Overall Objective – The project’s
contribution to policy or
programme objectives (impact)


How the OO is to be measured
including Quantity, Quality, Time?


How will the information 
be collected, when and 
by whom? 


Purpose – Direct benefits to the
target group(s)


How the Purpose is to be 
measured including Quantity,
Quality, Time


As above If the Purpose is achieved, what
assumptions must hold true to
achieve the OO?


Results – Tangible products or
services delivered by the project     


How the results are to be 
measured including Quantity,
Quality, Time


As above If Results are achieved, what
assumptions must hold true to
achieve the Purpose?


Activities – Tasks that have to
be undertaken to deliver the
desired results


If Activities are completed, what
assumptions must hold true to
deliver the results?







Some of the strengths and potential difficulties
associated with using the LFA are summarised in
Figure 15 below:34


In order to help avoid common problems associated
with the application of LFA, users should:


• Ensure their colleagues and partners have a
common understanding of the key analytical
principles and terminology used;


• Emphasise the importance of the LFA process as
much as the matrix product;


• Ensure it is used as a tool to promote stakeholder
participation, dialogue and agreement on project
scope, rather to impose ‘external’ concepts and
priorities;


• Avoid using the matrix as a blueprint through
which to exert external control over the project;


• Treat the matrix as a presentational summary
(keep it clear and concise); and


• Refine and revise the matrix as new information
comes to light.


It is also important to recognise that while the basic
concepts underpinning the LFA are relatively simple,
the quality of product is primarily dependent on the
skills and experience of those involved in its
application.  
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34 Adapted from Des Gasper, ‘Logical Framework: A Critical Assessment’, Institute of Social Studies.


Figure 15 – Strengths and Common Problems with the application of the LFA


Element Strengths Common problems/difficulties


Problem analysis 
and objective 
setting


• Requires systematic analysis of problems, including
cause and effect relationships


• Provides logical link between means & ends


• Places the project within a broader development
context (overall objective and purpose)


• Encourages examination of risks and management
accountability for results


• Getting consensus on priority problems


• Getting consensus on project objectives


• Reducing objectives to a simplistic linear chain


• Inappropriate level of detail (too much/too little)


Indicators and source of
verification


• Requires analysis of how to measure 
the achievement of objectives, in terms of both
quantity and quality


• Helps improve clarity and specificity of objectives


• Helps establish the monitoring and evaluation
framework 


• Finding measurable and practical indicators for
higher level objectives and for projects with 
‘capacity building’ and ‘process’ objectives


• Establishing unreaslistic targets too early in the
planning process


• Relying on ‘project reports’ as the main ‘source of
verification’, and not detailing where the required
information actually comes from, who should collect
it and how frequently


Format and application • Links problem analysis to objective setting


• Emphasises importance of stakeholder analysis to
determine ‘whose problems’ and ‘who benefits’ 


• Visually accessible and relatively easy 
to understand


• Prepared mechanistically as a bureaucratic 
‘box-filling’ requirement, not linked to problem
analysis, objective setting or strategy selection


• Used as a means of top-down control – 
too rigidly applied


• Can alienate staff not familiar with 
the key concepts


• Becomes a ‘fetish’ rather than a help







5.1.5 Two main stages


Drawing up a Logframe 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:


1. Stakeholder Analysis, including preliminary institu-
tional capacity assessment, gender analysis and
needs of other vulnerable groups such as the
disabled (profile of the main ‘players’);


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


3. Analysis of Objectives (image of an improved
situation in the future); and


4. Analysis of Strategies (comparison of different
options to address a 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:


• the logframe matrix is prepared, requiring further
analysis and refinement of ideas;


• activities and resource requirements are defined
and scheduled, and 


• 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.


Figure 16 summarises the two main phases of LFA. 
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Figure 16 – Two main phases of LFA


Developing Logical Framework
matrix - defining project structure,
testing its internal logic & risks,
formulating measurable indicators
of success


Activity scheduling - determining
the sequence and dependency of
activities; estimating their
duration, and assigning
responsibility


Resource scheduling - from the
activity schedule, developing
input schedules and a budget


The Logical Framework Approach


Stakeholder analysis - identifying
& characterising potential major
stakeholders; assessing their
capacity


Problem analysis - identifying
key problems, constraints &
opportunities; determining cause
& effect relationships


Objective analysis - developing
solutions from the identified
problems; identifying means to
end relationships


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


    PLANNING  PHASEANALYSIS  PHASE







5.2 The Analysis Stage


5.2.1 Preparatory analysis


Prior to initiating detailed analytical work with
stakeholder groups (field work), it is important that
those involved in the identification or formulation 
of projects are sufficiently aware of the policy, sector
and institutional context within which they are
undertaking their work.  Key documents that should
be referenced would include the EC’s Country
Strategy Papers and relevant Partner Government
development policy documents, such as their Poverty
Reduction Strategy and/or Sector Policy documents.  


The scope and depth of this preliminary analysis will
depend primarily on how much information is
already available and its quality.  In general, it should
not be the work of each individual project planning
team to undertake ‘new’ analysis of development/
sector policies or the broader institutional framework,
rather they should access existing information and
then work to ensure that the development of the
project idea takes account of these elements of the
operating environment.  


5.2.2 Stakeholder Analysis


Purpose and key steps


Any individuals, groups of people, institutions or
firms that may have a significant interest in the
success or failure of a project (either as implementers,
facilitators, beneficiaries or adversaries) are defined as
‘stakeholders’.  A basic premise behind stakeholder
analysis is that different groups have different
concerns, capacities and interests, and that these need
to be explicitly understood and recognized in the
process of problem identification, objective setting
and strategy selection.  


The key questions asked by stakeholder analysis are
therefore ‘Whose problems or opportunities are we
analysing’ and ‘Who will benefit or loose-out, and
how, from a proposed project intervention’?  The
ultimate aim being to help maximize the social,
economic and institutional benefits of the project to
target groups and ultimate beneficiaries, and
minimise its potential negative impacts (including
stakeholder conflicts).


The main steps involved in stakeholder analysis are:


1. Identify the general development problem or
opportunity being addressed/considered;


2. Identify all those groups who have a significant 
interest in the (potential) project;


3. Investigate their respective roles, different interests,
relative power and capacity to participate
(strengths and weaknesses); 


4. Identify the extent of cooperation or conflict in 
the relationships between stakeholders; and


5. Interpret the findings of the analysis and
incorporate relevant information into project
design to help ensure that (i) resources are
appropriately targeted to meet distributional/equity
objectives and the needs of priority groups, 
(ii) management and coordination arrangements
are appropriate to promote stakeholder ownership
and participation; (iii) conflicts of stakeholder
interest are recognized and explicitly addressed in
project design. 


In the context of development projects, a key 
purpose of stakeholder analysis is to understand 
and address distributional/equity concerns, particu-
larly in the context of effectively addressing the 
needs of vulnerable groups (such as the poor, women
and children and the disabled).  Gender analysis is
therefore a core element of stakeholder analysis, the
aim being to help promote equitable access to project
benefits.  Guidelines on undertaking Gender Analysis
are referenced in Attachment  2.


A note on terminology


There are a variety of key words used to differentiate
between different types of stakeholder.  A summary of
the terminology used in the EC context is provided
below:
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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:


1. Stakeholder analysis matrix


2. SWOT analysis


3. Venn diagrams; and 


4. Spider diagrams


In using any of these tools, the quality of information
obtained will be significantly influenced by the
process of information collection.  In this regard, the
effective use of participatory planning methods and
group facilitation tools can help ensure that the views
and perspectives of different stakeholder groups are
adequately represented and understood.  


The examples shown below, and developed through
the subsequent stages of the LFA in this Section of the
Guidelines, are based on an issue of river water
pollution and its impact on income and health.  
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1. Stakeholders: Individuals or institutions that
may – directly or indirectly, positively or
negatively – affect or be affected by a project or
programme.


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


(a) Target group(s): The group/entity who will be
directly positively affected by the project at the
Project Purpose level.  This may include the staff
from partner organisations;


(b) Final beneficiaries: Those who benefit from the
project 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.


3. Project partners: Those who implement the
projects in-country (who are also stakeholders,
and may be a ‘target group’).







1.  Stakeholder analysis matrix – how affected by
the general problem or opportunity?


An example of a stakeholder analysis matrix format is
shown in Figure 17 below.


The type of information collected, analysed and
presented in the columns of such a matrix can be
adapted to meet the needs of different circumstances.  


For example, additional columns could be added to
specifically deal with the different interests of women
and men. Also, when analyzing potential project
objectives in more detail (at a later stage in project
planning), greater focus should be given to analyzing
the potential benefits and costs of a proposed
intervention to different stakeholder groups.
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Figure 17 – Stakeholder analysis matrix


Stakeholder and
basic characteristics


Fishing families:
c.20,000 families, low income
earners, small scale family
businesses, organised into
informal cooperatives, women
actively involved in fish
processing and marketing


Industry X:
Large scale industrial operation,
poorly regulated and no-unions,
influential lobby group, poor
environmental record


Households:
c.150,000 households discharge
waste and waste water into river,
also source some drinking water
and eat fish from the river


Environmental protection
agency:
Etc


Interests and how
affected by 
the problem(s)


• Maintain and improve their
means of livelihood


• Pollution is affecting volume
and quality of catch


• Family health is suffering,
particularly children and
mothers


• Maintain/increase profits
• Some concern about public


image
• Concern about costs if


environmental regulations
enforced


• Aware of industrial pollution
and impact on water quality


• Want to dispose of  own waste
away from the household


• Want access to clean water


etc


Capacity and 
motivation to bring
about change


• Keen interest in pollution
control measures


• Limited political influence
given weak organizational
structure


• Have financial and technical
resources to employ new
cleaner technologies


• Limited current motivation to
change


• Limited understanding of the
health impact of their own
waste/ waste water disposal 


• Potential to lobby government
bodies more effectively


• Appear willing to pay for
improved waste management
services


etc


Possible actions to
address stakeholder
interests


• Support capacity to organize
and lobby


• Implement industry pollution
control measures


• Identify/develop alternative
income sources for women and
men


• Raise their awareness of social
and environmental impact


• Mobilise political pressure to
influence industry behaviour


• Strengthen and enforce
environmental laws 


• Raise awareness of households
as to implications of their own
waste disposal practices 


• Work with communities and
local government on
addressing water and
sanitation issues


etc







2. SWOT analysis


SWOT analysis (strengths, weaknesses, opportunities
and threats) is used to analyse the internal strengths
and weaknesses of an organization and the external
opportunities and threats that it faces.  It can be used
either as a tool for general analysis, or to look at how
an organization might address a specific problem or
challenge.  


The quality of information derived from using this
tool depends (as ever) on who is involved and how
the process is managed – it basically just provides a
structure and focus for discussion.  


SWOT is undertaken in three main stages, namely:


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


2. The situation is analysed by looking for ways in
which the group/organisation’s strengths can be
built on to overcome identified weaknesses, and
opportunities can be taken to minimize threats;
and


3. A strategy for making improvements is formulated
(and then subsequently developed using a
number of additional analytical planning tools).


An example of a SWOT matrix, further analyzing 
the capacity of Fishing Cooperatives to represent
members’ interests and manage change, is shown in
Figure 18 below:
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Figure 18 – SWOT matrix


Strengths


• Grassroots based and quite broad membership


• Focused on the specific concerns of a relatively
homogenous group


• Men and women both represented


• Provide a basic small scale credit facility


Opportunities


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


• New government 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
as a result of improved transport infrastructure to
nearby population centers


Weaknesses


• Limited lobbying capacity and environmental
management skills


• Lack of formal constitutions and unclear legal
status


• Weak linkages with other organizations


• Internal disagreements on limiting fishing effort in
response to declining fish stocks


Threats


• Political influence of industrial lobby groups who
are opposed to tighter environmental protection
laws (namely waste disposal)


• New environmental protection legislation may
impact on access to traditional fishing grounds
and the fishing methods that can be employed
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Figure 19 – Venn Diagram


Industry X


Environmental 
Protection Agency


Fishing 
Families


Urban 
Households – 
as consumers


Fishing 
Cooperatives


Local Government – 
health and sanitation 


services


Fisheries 
Department


Fish retailers


Preliminary Analysis:
Industry X is very influential but remote. EPA is remote and closely
aligned to interests of Industry.  Fishing cooperatives represent
fishermen’s interests and have close relationship with retailers.
Fisheries Department has little influence.


Venn diagram of stakeholder
relationships from perspective
of fishing families


3. Venn diagrams – relationships between
stakeholder groups/organisations


Venn Diagrams are created to analyse 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, while the spatial separation is
used to indicate the relative strength or weakness 
of the working relationship/interaction between
different groups/organizations. 


Venn diagrams are commonly used as a participatory
planning tool with target groups, to help them profile
their concept of such relationships.


Venn diagrams can also be used to analyse and
highlight potential conflicts between different
stakeholder groups. An example of a Venn Diagram is
shown in Figure 19.







4. Spider diagrams – stakeholder/institutional
capacity


Spider diagrams can be used to help analyse 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 20 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.


This suggests that the critical constraints to the capacity 
of this agency to contribute to addressing poor river 
water quality are therefore related more to organizational
culture and management priorities than to either
technical skills or basic management competencies.


Linking Stakeholder Analysis and the Subsequent
Steps


Stakeholder analysis and problem analysis are closely
connected as part of the initial “Situation Analysis”.
Indeed they should in practice be conducted ‘in
tandem’ rather than ‘one after the other’.  


All subsequent steps required to prepare a Logical
Framework Matrix (or Logframe) should also be
related to the stakeholder analysis, making it a point
of continuous reference.  Stakeholder analysis an
iterative process that evolves throughout the stages of
the LFA, as well as informing decisions at all stages 
of both analysis and planning/design.  Whenever the
Logframe needs to be revised the stakeholder analysis
should also be re-considered, as the landscape of
stakeholders involved in a project evolves over time.
Thus, stakeholder analysis is not an isolated analytical
step, but a process. 
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Figure 20 – Spider Diagram


0


1


2


3


Key:


0 = Undesirable: dramatic
improvement needed


1 = Poor situation: significant room
for improvement


2 = Satisfactory:  some scope for
improvement


3 = Highly effective


Spider diagram of organisational capacity – Environment Agency


Financial management


Personnel management,
training and staff
motivation


Client focus


Policy and planning
systems


Technical skills


Learning and
evaluation
mechanisms


Good
governance –
transparency
and
accountability


X


X


X


XX


X


X


Links with
other relevant
organisations


X







5.2.3 Problem Analysis


Problem analysis identifies the negative aspects of 
an existing situation and establishes the ‘cause and
effect’ relationships between the identified problems. 
It involves three main steps:


1. Definition of the framework and subject of analysis;


2. Identification of the major problems faced by 
target groups and beneficiaries (What is/are the
problem/s? Whose problems?); and


3. Visualisation of the problems in form of a 
diagram, called a “problem tree” or “hierarchy of
problems” to help analyse and clarify cause–effect
relationships.


The analysis is presented in diagrammatic form 
(see Figure 21) showing effects of a problem on top
and its causes underneath.  The analysis is aimed at
identifying the real bottlenecks which stakeholders
attach high priority to, and which they wish to
overcome.  A clear problem analysis thus provides a
sound foundation on which to develop a set of
relevant and focused project objectives. 
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How to Establish a Problem Tree


Creating a problem tree should ideally be undertaken as a participatory group event.  
It requires the use of individual pieces of paper or cards on which to write individual problem
statements, which can then be sorted into cause and effect relationships on a visual display.


Step 1: The aim of the first step is to openly brainstorm problems which stakeholders consider to be a
priority. This first step can either be completely open (no pre-conceived notions as to what
stakeholder’s priority concerns/problems might be), or more directed, through specifying a ‘known’
high order problem or objective (e.g. improved river water quality) based on preliminary analysis of
existing information and initial stakeholder consultations.  


Step 2: From the problems identified through the bainstorming exercise, select an individual starter problem.  


Step 3: Look for related problems to the starter problem


Step 4: Begin to establish a hierarchy of cause and effects:
• Problems which are directly causing the starter problem are put below
• Problems which are direct effects of the starter problem are put above


Step 5: All other problems are then sorted in the same way – the guiding question being ‘What causes that?’
If there are two or more causes combining to produce an effect, place them at the same level in the
diagram. 


Step 6: Connect the problems with cause-effect arrows – clearly showing key links


Step 7: Review the diagram and verify its validity and completeness.  Ask yourself/the group – ‘are there
important problems that have not been mentioned yet?’  If so, specify the problems and include
them at an appropriate place in the diagram.


Step 8: Copy the diagram onto a sheet of paper to keep as a record, and distribute (as appropriate) for further
comment/information







Important points to note about using the problem
tree tool are:


• The quality of output will be determined by who
is involved in the analysis and the skills of the
facilitator.  Involving stakeholder representatives
with appropriate knowledge and skills is critical;


• A workshop environment involving groups of up
to 25 people is an appropriate forum for
developing problem tress, analyzing the results
and then proposing next steps;


• It may be appropriate to undertake an number of
separate problem tree analysis exercises with
different stakeholder groups, to help determine
different perspectives and how priorities vary;


• The process is as important as the product.  The
exercise should be treated as a learning
experience for all those involved, and an
opportunity for different views and interests to
be expressed; and


• The product of the exercise (the problem tree)
should provide a robust but simplified version of
reality. If it is too complicated, it is likely to be
less useful in providing direction to subsequent
steps in the analysis.  A problem tree cannot (and
should not) contain or explain the complexities
of every identifiable cause-effect relationship.


Once complete, the problem tree represents a
summary picture of the existing negative situation.


In many respects the problem analysis is the most
critical stage of project planning, as it then guides all
subsequent analysis and decision-making on priorities.
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Figure 21 _ Example of a problem tree


River water quality
is deteriorating


Catch and income of
fishing families in decline


High levels of solid
waste dumped into


river


Polluters are not
controlled


Population not aware
of the danger of
waste dumping


Most households and
factories discharge
wastewater directly


into the river


Wastewater treated
in plants does not


meet environmental
standards


Existing legal
regulations are


inadequate to prevent
direct discharge of


wastewater


40% of households
and 20% of


businesses not
connected to


sewerage networkEnvironment
Protection Agency


ineffective and
closely aligned with


industry interests
Pollution has been a
low political priority


High incidence of
water borne diseases


and illnesses,
particularly among
poor families and


under 5s


Riverine ecosystem under
serious threat, including


declining fish stocks


Inadequate levels of capital
investment and poor business


planning within Local Government


No public
information/education


programs available


Problem analysis – river pollution







5.2.4 Analysis of Objectives


Analysis of objectives is a methodological approach
employed to:


• Describe the situation in the future once
identified problems have been remedied;


• Verify the hierarchy of objectives; and


• Illustrate the means-ends relationships in a
diagram.


The ‘negative situations’ of the problem tree are
converted into solutions, expressed as ‘positive
achievements’. For example, ‘river water quality is
deteriorating’ is converted into ‘quality of river water
is improved’.  These positive achievements are in fact
objectives, and are presented in a diagram of objectives
showing a means/ends hierarchy (see Figure 22). This
diagram aims to provide a clear overview of the desired
future situation.  


The main steps in the process are summarised below: 


Once again the analysis of objectives should be
undertaken through appropriate consultation with
key stakeholder groups. Information previously
gained from undertaking stakeholder analysis
(including institutional capacity assessment – see also
Section 6 of these Guidelines) should also be taken
into account.  This should help in terms of:


• Considering priorities;


• Assessing how realistic the achievement of some
objectives might be; and


• Identifying additional means that might be
required to achieve desired ends.


Once complete, the objective tree provides a summary
picture of the desired future situation, including 
the indicative means by which ends can be achieved.  


As with the problem tree, the objective tree should
provide a simplified but robust summary of reality.  
It is simply a tool to aid analysis and presentation of
ideas. 


Its main strength is that it keeps the analysis of
potential project objectives firmly based on addressing
a range of clearly identified priority problems.  
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Step 1: Reformulate all negative situations of the
problems analysis into positive situations
that are:
• desirable
• realistically achievable


Step 2: Check the means-ends relationships to
ensure validity and completeness of the
hierarchy (cause-effect relationships are
turned into means-ends linkages) 


Step 3: If necessary: 
• revise statements
• add new objectives if these seem to be 


relevant and necessary to achieve the 
objective at the next higher level


• delete objectives which do not seem
suitable or necessary







5.2.5 Analysis of Strategies


During the process of stakeholder analysis, problem
analysis and the identification of potential project
objectives, views on the potential merits or difficulties
associated with addressing problems in different ways
will have been discussed.  These issues and options
then need to be more fully scrutinized to help
determine the likely scope of the project before more
detailed design work is undertaken. 


The type of questions that need to be asked and
answered at this stage might include:


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


• What are the positive opportunities that can be
built on (i.e from the SWOT analysis)?


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


• How is local ownership of the project best
supported, including development of the
capacity of local institutions?


• What are the likely capital and recurrent costs
implications of different possible interventions,
and what can realistically be afforded?


• What is the most cost effective option(s)?


• Which strategy will impact most positively on
addressing the needs of the poor and other
identified vulnerable groups?


• How can potential negative environmental
impacts best be mitigated or avoided?


P r o j e c t  C y c l e  M a n a g e m e n t  G u i d e l i n e s


70


Figure 22 – Objective Tree
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This analytical stage is in some respects the most
difficult and challenging, as it involves synthesising a
significant amount of information then making a
complex judgment about the best implementation
strategy (or strategies) to pursue.  In practice a number
of compromises often have to be made to balance
different stakeholder interests, political demands and
practical constraints such as the likely resource
availability.  


Nevertheless, the task is made easier if there is an
agreed set of criteria against which to assess the merits
of different intervention options.  Key criteria for
strategy selection could include:


• Expected contribution to key policy objectives,
such as poverty reduction or economic
integration


• Benefits to target groups – including women and
men, young and old, disabled and able, etc


• Complementarity with other ongoing or planned
programmes or projects 


• Capital and operating cost implications, and
local ability to meet recurrent costs


• Financial and economic cost-benefit


• Contribution to institutional capacity building


• Technical feasibility


• Environmental impact


Using these criteria will help to determine what
should/can be included within the scope of the project,
and what should/cannot be included.  


The selected strategy will then be used to help
formulate the first column of the Logical Framework,
particularly in helping to identify the project Overall
Objective, Purpose and potential Results.  


In the example shown in Figure 23, a choice has been
made to focus the project primarily on a wastewater
strategy, due to: (i) another planned project working
with the EPA, (ii) the positive cost-benefit analysis 
of improving waste-water treatment plants and
implementing cost recovery mechanisms for extend-
ing the sewerage network, (iii) the enthusiasm of
Local Government to improve its ability to plan 
and manage waste-water disposal systems; and 
(iv) indicative budget ceilings which require a choice
to be made regarding priorities for EC support. 


5.3 The Planning Stage


5.3.1 The Matrix format, terminology and the
process of preparation


Introduction


The results of the stakeholder, problem, objectives
and strategy analysis are used as the basis for
preparing the Logical Framework Matrix.  


The matrix should provide a summary of the project
design, and should generally be between 1 and 
4 pages in length.  The ‘length’ of the matrix will
depend on the scale and complexity of the project,
and how many ‘objective’ levels are included in the
matrix.  


In general, it is recommended that the matrix only
includes the project Overall Objective, Purpose and
Results, and that Indicative Activities be described/
documented separately (i.e. using an activity schedule).
The main reasons for this are:


• To keep the Logframe matrix focused on the
results, purpose and overall objective (results
based); 


• Activities should be subject to regular review and
change (an ongoing management responsibility),
and their inclusion in the Logframe matrix
means that the matrix must be revised more
frequently than is often the case to keep it
‘current and relevant’; and 


• Indicative Activities are often better presented
separately, using either a Gantt chart format
and/or a narrative description of the activities in
accompanying text.  Indicative Activities should
nevertheless be clearly linked to planned results
through appropriate use of reference numbers
(example provided in Section 5.3.2, Figure 27). 
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Similarly, it is recommended that means and costs
(the details of inputs and budget) not be included in
the Logframe matrix format.  This is a departure from
past EC practice, however it is increasingly recognized
that the matrix format itself is not suited to providing
a useful summary of means and costs, and that there
are more appropriate ways/places in which to present
this information.  


Nevertheless, while it is recommended that neither
activities, means/resources or costs are included in the
matrix itself, the importance of the thinking process –
logically linking results, to activities to resources and 


costs – remains.  The critical point to keep in mind is
that it is the quality of thinking and analysis which is
important, rather than adhering to any one specific
format. 


Format and terminology


The basic matrix consists of four columns and a
number of rows (usually three or four rows).35


A description of the type of information provided 
in the Logframe matrix is shown in figure 24
(including Activities in this example).
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35 However, some agencies include more rows (levels in the objective hierarchy) to include, for example, a level of ‘component objective’ (between the result
and purpose level), which allows results to be clustered under an identified component heading.  The main point to make is that the matrix should be
used creatively and productively to help design good projects – if a particular user has a good reason to adapt/modify the format, this should be
encouraged rather than frowned upon.  


Figure 23 – Strategy Selection
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Sequence of completion


The preparation of a Logframe 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). This general
sequence is illustrated in Figure 25.
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Project Description Indicators Source of
Verification


Assumptions


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


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.
 


Figure 24 – Information contained in the Logframe Matrix


Figure 25 – Logframe Matrix – General Sequence of Completion


Project Description Indicators Sources of verification Assumptions


Overall objective 1 8 9


Purpose 2 10 11 7


Results 3 12 13 6


Activities 4 Not included Not included 5
(optional inclusion (optional inclusion
in the matrix) in the matrix)







5.3.2 First Column: Intervention Logic


If-then causality


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


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


If reversed, we can say that:


This logic is tested and refined by the analysis of assumptions in the fourth column of the matrix (described
below in section 5.3.3).
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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; and


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


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.


Management influence 


The Logframe helps to indicate the degree of control
managers have over the different levels of the project’s
objectives.  Managers should have significant direct
control over inputs, activities and the delivery of
results, and should be held appropriately accountable
for effectively managing theses elements of the project. 


However managers can only exert influence over the
achievement of the project purpose through the way 
in which the delivery of results is managed.  Project
managers generally have no direct influence over the
contribution the project makes to the overall objective,
and can only be expected to monitor the broader policy
and programme environment to help ensure the
project continues to be contextually relevant. 







The necessary and sufficient conditions within the
vertical logic are another way of viewing this issue.
These indicate that:


• Achieving the purpose is necessary but not
sufficient to attain the overall objective;


• Producing the project results is necessary but
may not be sufficient to achieve the purpose;


• Carrying out project activities should be
necessary and sufficient to deliver the results;
and


• Inputs should be necessary and sufficient to
implement the planned activities.


However, in applying this general logic it is important
to recognize that management responsibilities in 
the context of many development projects are 
often shared between stakeholders.  While this is in
some ways the essence of a ‘partnership’ approach, it
is important that actual management responsibilities
are made as clear as possible, and that such
responsibilities should generally rest with local
implementing agencies.  


Project results and ‘contracted’ outputs


In the context of management influence, it can be
useful to make a distinction between project results
and contracted outputs.  A project  result (as shown 


in the Logframe matrix) is generally a product of the
actions/activities of a number of different stakehold-
ers (i.e the partner government’s ministry of health,
local health management boards and the services of
Technical Advisory staff funded by a donor).  


In such circumstances it is usually inappropriate for
the EC to hold any contracted TA/project managers
wholly responsible for the project result, but rather for
‘contracted’ output(s).  Contracted outputs should
specifically define what the contractor must deliver
(within their control) in order to contribute to the
achievement of project results.  


This concept is further illustrated in Figure 26 below:
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Project purpose


Project result


Project activities


Contracted output


Logframe objectives Contract/Terms
of Reference for


EC supplied
services


Contracted activities


Specifies what
stakeholders jointly
commit to
implementing


Specifies what the
EC commits to
delivering through
TA/a contractor


Figure 26 – Relationship between project results and contracted outputs







Project components


It can be useful to group sets of closely related 
project results, activities and inputs into project
‘components’, particularly for larger/more complex
projects.  These ‘components’ can also be thought 
of as project ‘strategies’.  


Components can be identified on the basis of a
number of possible criteria, including:


• Technical focus (i.e. a research component, a
training component and an engineering
component within a watershed management
project).


• Management responsibilities/organisational
structures (i.e extension, research and credit
components of an agricultural project to reflect
the structure of a Department of Agriculture).


• Geographic location (i.e a component for each of
4 countries involved in a regional people
trafficking project).


• Phasing of key project activities (i.e. a
component for each of the main stages in a rural
electrification project which requires a feasibility
study, pilot testing, implementation and
maintenance stages.


Identifying and agreeing on what might be
useful/appropriate components to include in the project
should be based on the objectives and strategy analysis,
consultation with key stakeholders and consideration of
‘what makes sense’ from a management perspective.  


For larger projects which do have more than one
component, consideration can be given to having
more than one project purpose (one per component).
This can be a practical way of disaggregating and
allocating a significant number of different project
results.  


Objective trees and reference numbers


When thinking about (or helping to explain to others)
the logical structure of the first column of the matrix,
it is often easiest to present it in the form of an
objective tree.  This much more clearly demonstrates
the ‘means-ends’ hierarchy. 


The use of reference numbers in the Logframe (and
associated activity, resource and budget schedules), to
clearly link inputs, activities and  results, is also 
an extremely useful convention.  An example of
reference numbering is shown in Figure 27: 
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Figure 27 – Objective tree with reference numbering


Overall Objective


Purpose


Component 1   Component 2      Component 3


Result
1.1


Result
1.2


Result
1.3


Result
2.1


Result
3.1


Result
2.2


Activity
1.1.1


Activity
1.1.2


Activity
1.1.3


etc


Activity
1.2.1


Activity
1.2.2


Activity
1.2.3


etc


Activity
2.1.1


Activity
2.1.2


Activity
2.1.3


etc


etc etc etc







In this example of a Logframe objective tree, it would
also be possible to restructure the objective hierarchy
to either: (i) have 3 separate purposes (one for each
component) rather than one unifying purpose; or (ii)
to include another level in the objective hierarchy,
such as a ‘component objective’.  The key issue here
is to allow those responsible for using tools such as
LFA to have some flexibility to adapt the formats to
their practical needs.  If the ideas are good and the
logic is sound, the number of levels in the objective
hierarchy or the exact formats used should not be of
any great concern.   


Writing clear statements and avoiding a common
problem of logic


Objective statements in the Logframe matrix should
be kept as clear and concise as possible.  


It is also useful to standardize the way in which 
the hierarchy of project objectives is described. 
A useful convention to follow in this regard is: 
(i) for the Overall Ojective to be expressed as 
‘To contribute to…..`; (ii) the Purpose to be expressed
in terms of benefits to the target group being
‘Increased/improved/ etc……….’, (iii) Results to be
expressed in terms of a tangible result
‘delivered/produced/conducted etc’, and (iv)
Activities to be expressed in the present tense starting
with an active verb, such as ‘Prepare, design,
construct, research …..’.  An example is shown in
Figure 28.
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Objective hierarchy Example of how to write statements


Overall objective To contribute to improved family health, particularly of under 5s, and the
general health of the riverine eco-system


Purpose 1. Improved river water quality 


Results 1.1 Reduced volume of waste-water directly discharged into the river system by
households and factories 


1.2 Waste-water treatment standards established and effectively enforced


Activities 1.1.1 Conduct baseline survey of households and businesses


(may not be included 1.1.2 Complete engineering specifications for expanded sewerage network
in the matrix itself,
but rather presented 1.1.3 Prepare tender documents, tender and select contractor
in an activity
schedule format) 1.1.4 Identify appropriate incentives for factories to use clean technologies


1.1.5 Prepare and deliver public information and awareness program


1.1.6 etc


Figure 28 – Writing objective statements







A common problem in formulating objective statements is that the purpose statement is formulated as a 
re-statement of the sum of the results, rather than as a higher-level achievement. 


For example:
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BAD PRACTICE GOOD PRACTICE


Purpose is sum of results: Purpose is consequence of results:


“Water treatment is improved and levels of “Improved quality of river water”
direct discharge into the river reduced”


Results:


1.1 Direct discharge of waste-water into the river reduced
1.2 Waste water treatment standards improved and enforced


1.3 Public awareness of environmental management responsibilities improved


Figure 29 – Relationship between assumptions and objective hierarchy


Overall Objective


Purpose


Results


Activities Assumptions


Assumptions


Assumptions


Pre-conditions – need to be met before
resources are committed and activities
initiated


e.g if activities are undertaken
AND assumptions hold true, then
results can be achieved, etc


Inputs


5.3.3 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 logframe. This works as follows: 


• once the Activities have been carried out, and if
the Assumptions at this level hold true, results
will be achieved;


• once these Results and the Assumptions at this
level are fulfilled, the Project Purpose will be
achieved; and


• 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.
This relationship is illustrated in Figure 29.







How do we identify assumptions?


Assumptions are usually progressively identified
during the analysis phase.  The analysis of
stakeholders, problems, objectives and strategies will
have highlighted a number of issues (i.e. policy,
institutional, technical, social and/or economic
issues) that will impact on the project ‘environment’,
but over which the project may have no direct
control.  In choosing a strategy for the project, there
are also usually some issues that have been identified
during the problem and objectives analysis that 
are not then directly addressed in the project
implementation strategy, but which may nevertheless
have the potential to impact on the success of the
project.  


For example, as a result of the river water pollution
stakeholder, problem and objective analysis, the
chosen strategy has not included working directly
with the Environmental Protection Agency to address
the dumping of solid wastes directly into the river.  
In order to achieve the project purpose, some
assumptions would therefore need to be made about
improvements that need to be made to the EPAs
capacity to regulate solid waste disposal. 


Additional assumptions might also be identified
through further consultations with stakeholders, 
as the hierarchy of project objectives is discussed 
and progressively analysed in more detail (i.e 
through analyzing technical feasibility, cost-benefit,
environmental impact assessment, etc).  


In the case of the river water pollution example, other
important assumptions might include issues related
to:


What do we do with our initial assumptions?


The probability of these assumptions holding true
needs to be further analysed to help assess the
project’s ‘feasibility’ (probability of success).  There is
no set formula for doing this, and some degree of
subjectivity is involved.  


For example, with respect to rainfall and river flow, we
may have an initial assumption relating to ‘Xmm of
rainfall per year within the catchment, and a river
flow of Xmega litres per second’.  The next question
to be answered is ‘what is the probability of these
levels being realised?’  This might be determined
through examination of historical records.  If we then
find that this is an unrealistic assumption (rainfall
and water flows are historically lower than our initial
assumption), we would then need to take some steps
to see if we can address this in the project design 
(e.g. additional inputs, activities and/or results, or
different targets).  Maybe the targets with respect to
reducing waste water disposal need to be increased, or
alternatively, other actions may need to be taken 
to reduce river water extraction further upstream 
(to help maintain flows).  Maybe another project 
(or project component) would need to be designed
and initiated to deal with this specific issue.  If this
assumption cannot be effectively dealt with, the
project may need to be abandoned as unworkable, 
at least in current circumstances.  


The probability and significance of external
conditions being met is thus part of assessing how
‘risky’ the project is.  Some assumptions will be critical
to project success, and others of marginal importance.
The main issue is to assemble and analyse adequate
information from an appropriate range of sources,
including the different viewpoints of different
stakeholders.  What is considered a key assumption 
to one group, may not be so important to others.
Sharing these different perspectives is an important
part of the planning process.


A useful way of assessing the importance of
Assumptions during design is with the decision
making flowchart shown in Figure 30.


S e c t i o n  5 :  T h e  L o g i c a l  F r a m e w o r k  A p p r o a c h


79


1. Rainfall and river flow (beyond the project’s
control, but potentially critical in terms of
changes in levels/concentration of pollutants
found in the river)


2. Householders and businesses willingness to pay
for improved sewerage connections (indicated as
positive through preliminary discussions, but
not yet fully confirmed)


3. Sustained political commitment to address the
problem of water pollution (again, some
positive preliminary indications, but by no
means guaranteed, and with the potential to
impact significantly on whether or not
sustainable benefits are realised)







Once the assumptions have been analysed and tested,
and assuming the project is still considered ‘feasible’, 
the only assumptions that should remain in the
Logframe matrix are those which are likely to hold true,
but which nevertheless need to be carefully monitored
during project implementation.  They then become part
of the project’s monitoring and risk management plan.  


An example of assumptions that might be included in a
Logframe matrix is shown in Figure 31.


5.3.4 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 analysing 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.  
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Figure 30 – Assessment of Assumptions 
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Redesign the project by adding
Activities or results; reformulate the


Project purpose if necessary
The project may not be feasible


Yes
No


Is it possible to redesign the
project in order to influence the


external factor?
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Is the assumption
important?







A good OVI should also be SMART:


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. 


The meaning of an Objectively Verifiable indicator is
that the information collected should be the same 
if collected by different people (i.e it is not open to the
subjective opinion/bias of one person).   This is more
easily done for quantitative measures than for those
that aim at measuring qualitative change.  
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Figure 31 – Example of assumptions


Overall objective


To contribute to improved family
health, particularly of under 5s, and
the general health of the riverine
eco-system


Purpose:


Improved quality of river water


Result 1:


Volume of waste-water directly
discharged into the river system by
households and factories reduced


Assumptions:


Public awareness campaign by Local
Government impacts positively on health
and sanitation practices of poor families


Assumptions:


River flows maintained above X mega
litres per second for at least 8 months of
the year


EPA is successful in reducing solid waste
disposal levels from X to X tons per year


• Specific to the objective it is supposed to
measure


• Measurable (either quantitatively or
qualitatively)


• 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







OVIs should be defined during the formulation 
stage (and sometimes in a preliminary way during
identification), but they often need to be specified 
in greater detail during implementation when the
practical information needs of managers, and the
practicality of collecting information, becomes more
apparent.  


Figure 32 simply clarifies the relationship between the
levels of the objective hierarchy and the terminology
used in the EC ‘Guidelines for the use of indicators in
Country Performance Assessment’ of December 2002.  


Source of Verification 


The source of verification should be considered and
specified at the same time as the formulation of
indicators.  This will help to test whether or not the
Indicators can be realistically measured at the expense
of a reasonable amount of time, money and effort.
The SOV should specify:


• How the information should be collected (e.g
from administrative records, special studies,
sample surveys, observation, etc ) and/or the
available documented source (e.g. progress
reports, project accounts, official statistics,
engineering completion certificates etc.)


• Who should collect/provide the information (e.g.
field extension workers, contracted survey teams,
the district health office, the project
management team) 


• When/how regularly it should be provided. (e.g.
monthly, quarterly, annually, etc.)


In order to support institutional strengthening
objectives, avoid the creation of parallel information
systems, and minimize additional costs, the first point
of call should be to see if the required information 
can be collected through existing systems, or at 
least through supporting improvements to existing
systems.  For the ‘big picture’ the Bureau of Statistics,
local research agencies, donor and business reports
may be useful sources.  At the local level _ civil society
organizations, local government agencies and other
service delivery agencies are likely to be keeping
records that can provide relevant information to
project implementers.  The main point is to build on
existing systems and sources (where possible and
appropriate) before establishing new ones. 


P r o j e c t  C y c l e  M a n a g e m e n t  G u i d e l i n e s


82


Figure 32 – Link between logframe and Indicator Terminology


Logframe objective terminology Indicator terminology


Overall objective


Purpose


Result Output indicators


Outcome indicators


Impact indicators







There is often a direct relationship between the
complexity of the SOV (i.e. ease of data collection and
analysis) and its cost.  If an OVI is found to be too
expensive or complicated to collect, it should be
replaced by a simpler, cheaper and often indirect
(proxy) OVI: e.g. instead of conducting a detailed
sample survey on incomes of farm households (to
measure income increases at the level of the project
Purpose or Overall Objective), it may be more
practical to assess changes in household assets
through a set of case studies.  


A key question to keep in mind when specifying 
both indicators and sources of verification, is ‘Who 
is going to use this information’?  Once again, in 
light of the fact that projects should be ‘owned’ by
local stakeholders/implementing partners, it is their
information needs that are of primary importance.
Indicators should not therefore reflect just what the
‘donor’ (or donor funded technical assistance) would
like to know, but what local managers need. The best
way to determine this is to understand how local
information systems work, and to ensure local
stakeholders take a lead role in defining relevant OVIs
and SOVs.  


Indicators and SOVs at the level of the project’s
Overall Objective


The project’s Overall Objective should link the 
project specific intervention into a broader policy 
or programme context, and indicate the longer 
term development objective(s) to which the project
contributes.  It is therefore not generally the
responsibility of the project itself (or within the
project’s competence) to collect information on the
contribution of the project to this overall objective.
Nevertheless, it is useful for project planners to
determine what policy/sector indicators are being used
(or targets set), and how this information is being
collected (SOV).  This can help project managers
understand the policy/sector context within which
they are working and keep them focused on a longer
term vision.  


From the project manager’s perspective it is therefore
the result and purpose indicators and SOV’s which are
of most importance. 


An example of possible indicators and sources of
verification for the ‘Purpose’ of the river water
pollution reduction project is provided in Figure 33.
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Figure 33 – Example of an indicator and source of verification


Project description Indicator Source of Verification


Purpose
Improved quality of river water The Indicator: Concentration 


of heavy metal compounds 
(Pb, Cd, Hg) and 
untreated sewerage


The Quantity: Is reduced 
by 25% compared to 
levels in 2003


The Quality: And meets 
established national 
health/pollution 
control standards


The Time: By end of 2006 


Weekly water quality
surveys, jointly conducted
by the Environmental
Protection Agency and the
River Authority, and
reported monthly to the
Local Government Minister
for Environment (Chair of
Project Steering Committee).







5.3.5 Completing the draft 
Logframe matrix


At this stage of plan preparation the Logframe would
still be in draft form, as further work would need to 
be undertaken on analysing the indicative activities,
and assessing the resource and cost implications.  


Remember that while the LFA is presented (for
simplicities sake) as a set of broad ‘steps’, in practice it
is an iterative process, with each of the analytical tools
being revisited and re-applied as new information
comes to light. Thus while the activity scheduling,
resource and cost analysis cannot be detailed until 
the framework of objectives, assumptions and 


indicators/SOV’s has been considered, some prelimi-
nary work on activities, resources and costs must be
undertaken at the same time as the project purpose
and results are being analysed. If not, there is the risk
that the broader framework of objectives would
suddenly be determined to be ‘unfeasible’ due to
practical considerations of cost/resource limitations. 


An example of a how key elements of the draft
Logframe matrix might look (at this stage of
preparation) for the River Water Pollution Reduction
project is shown in Figure 34. 
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Figure 34 – Example of key elements of a draft Logframe Matrix


Project description


Overall objective
To contribute to improved family
health, particularly the under 5s,
and to improve the general
health of the riverine eco-system


Purpose
Improved quality of river water


Result 1
Volume of waste-water directly
discharged into the river system
by households and factories
reduced 


Result 2
Waste-water treatment
standards established and
effectively enforced


Etc


Indicators


- Incidence of water borne
diseases, skin infections and
blood disorders caused by heavy
metals, reduced by 50% by
2008, specifically among low-
income families living along the
river


- Concentration of heavy metal
compounds (Pb, Cd, Hg) and
untreated sewerage;  reduced by
25% (compared to levels in
2003) and meets established
national health/pollution control
standards by end of 2007


- 70% of waste water produced
by factories and 80% of waste
water produced by households is
treated in plants by 2006


- Waste water from 4 existing
treatment plants meets EPA
quality standards (heavy metals
and sewerage content) by 2005


Means of Verification


- Municipal hospital and clinic
records, including maternal and
child health records collected by
mobile MCH teams.  Results
summarized in an Annual State
of the Environment report by the
EPA.


- Weekly water quality surveys,
jointly conducted by the
Environmental Protection Agency
and the River Authority, and
reported monthly to the Local
Government Minister for
Environment (Chair of Project
Steering Committee) 


- Annual sample survey of
households and factories
conducted by Municipalities
between 2003 and 2006


- EPA audits (using revised
standards and improved audit
methods), conducted quarterly
and reported to Project Steering
Committee


Assumptions


- The pubic awareness campaign
conducted by the Local
Government impacts positively
on families sanitation and
hygiene practices
- Fishing cooperatives are
effective in limiting their
members exploitation of fish
‘nursery’ areas


- River flows maintained above X
mega litres per second for at
least 8 months of the year
- Upstream water quality
remains stable


- EPA is successful in reducing
solid waste disposal levels by
factories from X to X tons per
year







As noted previously in this Guideline, the Logframe
matrix can include indicative activities for each 
result , or not.  However, whichever option is chosen,
there is still a need to think through what the key
activities are likely to be, otherwise the feasibility of
the plan cannot be assessed, particularly with respect
to timing, resource implications and cost.  The issue 
is therefore not whether activities need to be
considered, but simply where and how they are
documented.


5.4 Activity, resource 
and cost schedules 


5.4.1 Overview


An Activity Schedule is a format for analysing 
and graphically presenting project activities.  It helps
to identify their logical sequence, expected duration,
any dependencies that exist between activities, 
and provides a basis for allocating management 


responsibility.  With the Activity Schedule prepared,
further specification of resources and scheduling of
costs can be undertaken.  


Both Activity and Resource Schedules need to 
be drafted during the feasibility study.  Without 
this information feasibility cannot be adequately 
assessed, particularly in terms of cost-benefit analysis.


The level of detail required will depend on the 
nature and scale of the project, its stage in the project
cycle, and expected implementation modalities.
During the planning stage, activity specification
should be indicative, as it is usually inappropriate to
try and specify too much detail, particularly when
project implementation may not commence until 
a year or more after design work (due to the time it
takes to approve financing, conclude a financing
agreement and, as required, contract consultants). 


Activity Schedules should be clearly linked to the
delivery of project results (as specified in the Logframe
matrix), as should the resource schedules and 
budget. This linkage is illustrated in Figure 35.
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Figure 35 – Link between logframe, activity and resource schedules


Results-based Activity Schedule Results-based Resource Schedule


Logframe


Steps in the Preparation of a Resource Schedule


PROJECT: ESTABLISHMENT OF A PLANNING UNIT,
MINISTRY OF AGRICULTURE


Ref ACTIVITIES/INPUTS Unit Quantity per planning period  Cost Funding Cost Codes Costs per planning period Project Annual 
Recurrent


1st qtr 2nd qtr 3rd qtr 4th qtr  per unit source Donor Govt 1st qtr 2nd qtr 3rd qtr 4th qtr Total Costs


ACTIVITIES
1,1 Establishing Planning unit


EQUIPMENT
Computers no. 2 2 1 000     3,4 A/1.3 2 000  2 000   -      -      4 000  
Fax modem no. 1 500        3,4 A/1.3 500     -       -      -      500     
Office furniture lump 1 3 000     3,4 A/1.3 3 000  -       -      -      3 000  


SALARIES & ALLOWANCES (LOCAL)
Counterparts mm 4 4 4 4 200        5,2 B/2.1 800     800      800      800     3 200  3 200       
Office staff  mm 2 3 3 3 100        5,2 B/2.1 200     300      300      300     1 100  1 100       


ETC.


 


2. SPECIFY INPUTS 3. PUT INPUTS INTO COST CATEGORIES


1. COPY ACTIVITIES FROM 
    ACTIVITY SCHEDULE  


4. SPECIFY UNITS


5. SPECIFY QUANTITY


6. ESTIMATE UNIT COST


7. IDENTIFY FUNDING SOURCE 


8. ALLOCATE COST CODES


10. CALCULATE TOTAL


9. SCHEDULE COSTS


11. ESTIMATE RECURRENT COSTS


PROJECT: ESTABLISHMENT OF PLANNING UNIT, MINISTRY OF AGRICULTURE


ACTIVITIES YEAR 1 EXPERTS


Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8 Month 9 Month 10 Month 11 Month 12 PM OM E1 E2 E3


1,1 Establish Planning Unit


1.1.1 Set up offices and equipment L


1.1.2 Identify and recruit counterpart staff L


1,2 Liaison with relevant government 1 2 3


departments


1.2.1 Convene project steering committee L S


1.2.2 Hold regular steering committee meetings L


1.2.3 Hold regular briefings for Ministers L
and senior civil servants


1,3 Undertake planning studies 4 5 6 7 8 9


1.3.1 Agree with government priority areas L


for planning studies


1.3.2 Convene working groups to undertake L L L
planning studies


1.3.3 Undertake planning studies jointly with L L L
government


1,4 Provide government with strategy plans 10


1.4.1 Make recommendations to government L S S S


1.4.2 Assist government in the development of a L S S S
framework for policy formulation


Milestones
1 Membership of PSC includes senior representatives from all relevant Departments
2 Terms of reference and schedule for PSC agreed
3 First 3 briefing meetings run and attended as planned  PM = Project Manager
4 Written agreement of priority areas  OM = Office Manager
5 Working groups convened and schedules of work agreed  E1 = Ag. Economist
6 1st drafts of studies circulated  E2 = Policy Specialist
7 Comments received from relevant Ministries & departments  E3 = Livestock Econ.
8 Studies completed
9 Working groups agree on recommendations  L = Lead role
10 Strategy recommendations submitted to government  S = Support role


KEY


2. BREAK DOWN MAIN 
ACTIVITIES INTO 


MANAGEABLE TASKS


4. ESTIMATE START-UP, DURATION & 
COMPLETION OF  ACTIVITIES


5. SUMMARISE SCHEDULING OF MAIN ACTIVITIES


3. CLARIFY SEQUENCE & 
DEPENDENCIES


6. DEFINE MILESTONES


7. DEFINE EXPERTISE 
REQUIRED


8. ALLOCATE 
TASKS AMONG 


TEAM


1. LIST MAIN 
ACTIVITIES 


FROM 
LOGFRAME







5.4.2 A Checklist for Preparing 
an Activity Schedule


Once the Logframe matrix itself is complete, it is then
possible to use the identified Activities (which may or
may not be actually included in the matrix itself) to
further analyse issues of timing, dependency and
responsibility using an activity scheduling (or Gantt
chart) format (see Figures 36 and 37).  


The format can be adapted to fit with the expected
duration of the project in question and to the level of
detail that it is useful and practical to provide.  The
first year’s Activities may be specified in more detail
(i.e. showing the indicative start and finish of
Activities to within a week or month of their expected
timing) while subsequent years scheduling should be
more indicative (to within a month or a quarter).
These are just preliminary estimates that will subse-
quently be revised by project management once
implementation starts (i.e in an inception report) and
then should be continue to be reviewed and revised
during implementation in the light of actual
implementation performance.  


A step-by-step approach to the preparation of a 
detailed activity schedule can be followed:


Step 1 – List Main Activities


The main Activities identified through the Logframe
analysis are a summary of what the project must do in
order to deliver project results.  These can therefore 
be used as the basis for preparation of the Activity
Schedule which helps to specify the likely phasing
and duration of key activities.


An example of a detailed activity schedule, which has
been completed following the steps listed below, is
shown as Figure 37.  


Step 2 – Break Activities Down into Manageable
Tasks


This step may not be appropriate until Financing is
approved and the project implementation phase has
commenced. 


The purpose of breaking Activities down into 
sub-activities or tasks, is to make them sufficiently
simple to be organised and managed easily. The
technique is to break an Activity down into its
component sub-activities, and then to take each sub-
activity and break it down into its component tasks. 


Each task can then be assigned to an individual, and
becomes their short-term goal.


The main skill is in getting the level of detail right.
The most common mistake is to break the Activities
down into too much detail. The breakdown should
stop as soon as the planner has sufficient detail to
estimate the time and resources required, and the
person responsible for actually doing the work has
sufficient instructions on what has to be done.  This is
where individual planning of tasks by project
implementers starts. 


Step 3 – Clarify Sequence and Dependencies


Once the Activities have been broken down into
sufficient detail, they must be related to each other to
determine their:


• sequence _ in what order should related Activities
be undertaken?


• dependencies _ is the Activity dependent on the
start-up or completion of any other Activity?


This can best be described with an example. Building
a house consists of a number of separate, but inter-
related Activities: digging and laying the foundations;
building the walls; installing the doors and windows;
plastering the walls; constructing the roof; installing
the plumbing.  The sequence dictates that digging the
foundations comes before building the walls; while
dependencies include the fact that you cannot start
installing doors and windows until the walls have
reached a certain height; or you cannot finish
plastering until the plumbing has been fully installed.
Dependencies may also occur between otherwise
unrelated Activities that will be undertaken by the
same person (i.e the person may not be able to
complete both tasks at the same time). 


Step 4 – Estimate Start-up, Duration and
Completion of Activities


Specifying the timing involves making a realistic
estimate of the duration of each task, and then
building it into the Activity Schedule to establish
likely start-up and completion dates.  However, it is
often not possible to estimate timing with great
confidence.  To ensure that the estimates are at least
realistic, those who have the necessary technical
knowledge or experience should be consulted.  


P r o j e c t  C y c l e  M a n a g e m e n t  G u i d e l i n e s


86







The most common problem arising in the preparation
of activity schedules is to underestimate the time
required.  This can happen for a number of reasons: 


• omission of essential Activities and tasks


• failure to allow sufficiently for interdependence
of Activities


• failure to allow for resource competition (i.e.
scheduling the same person or piece of
equipment to do two or more things at once)


• a desire to impress with the promise of rapid
results


Step 5 – Summarise Scheduling of Main Activities


Having specified the timing of the individual tasks
that make up the main Activities, it is useful to
provide an overall summary of the start-up, duration
and completion of the main Activity itself.


Step 6 – Define Milestones


Milestones can provide the basis by which project
implementation is monitored and managed.  They are
key events that provide a measure of progress and a
target for the project team to aim at. The simplest
milestones are the dates estimated for completion of
each Activity – e.g. training needs assessment completed
by January 200x.


Step 7 – Define Expertise


When the tasks are known, it is possible to specify 
the type of expertise required.  Often the available
expertise is known in advance.  Nonetheless, this
provides a good opportunity to check whether the
action plan is feasible given the human resources
available.


Step 8 – Allocate Tasks Among Team


This involves more than just saying who does what.
With task allocation comes responsibility for
achievement of milestones.  In other words, it is a
means to define each team member’s accountability -
to the project manager and to other team members.


Task allocation should therefore take into account the
capability, skills and experience of each member of
the team.  When delegating tasks to team members, it
is important to ensure that they understand what 
is required of them. If not, the level of detail with
which the relevant tasks are specified may have to be
increased. 
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5.4.3 Preparing resource 
and cost schedules


Cost estimates should be based on careful and
thorough budgeting. They will have significant
influence over the investment decision at project
appraisal and subsequently on the smooth implemen-
tation of the project if the go-ahead is given.  Again,
the list of Activities should be copied into a Resource
Schedule pro-forma.  Each Activity should then be
used as a checklist to ensure that all necessary
resources/inputs required under that Activity are
provided for. Budgeting of management activities
should not be forgotten at this stage.


Once the Activities have been entered into the
schedule, the resources necessary to undertake the
Activities must be specified. As there will be a need to
aggregate or summarise the cost information, the
resources should be allocated to agreed cost
categories.


For example, in Figure 38 the activity of establishing
a Planning Unit requires Equipment and Salaries 
and Allowances. The Units, Quantity Per Period, 
and estimated Unit Cost should then be specified. 
If entered on a spreadsheet, Cost per Period and Total
Project Cost can be calculated using simple formulae.


Project costings should allow the allocation of costs
between the different funding sources so that each
party is clear about their respective contributions. The
code for Funding Source can then be used to sort all
costs and to determine respective totals. Those
providing funding for the project are likely to have
cost codes for each established cost category. By
specifying the Cost Code, costs can again be sorted to
determine total cost by cost category.


It is now possible to schedule cost per planning period
using simple formulae to multiply the annual
quantity by the unit cost. Once Total Costs have been
calculated, it is important to remember that the
implementing agency will be required to meet any
recurrent costs of maintaining service provision
beyond the life of the project. Recurrent Costs may be
covered (fully or partly) through increased revenue
that has been generated through project Activities.
Whether or not this is the case, it is important that
the net recurrent cost implications of the project are
clearly specified so that the future impact on the
implementing agency’s budget can be determined.
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5.5 Using the LFA during formulation, implementation, evaluation and audit


A brief summary of how LFA (particularly the matrix, activity and resource schedules) can be used during
project formulation, implementation and evaluation is provided below: 
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Project cycle stage Use of LFA


Formulation • The Logframe Matrix provides a summary of key project elements in a
standard format, and thus assists those responsible for appraising the scope
and logic or proposed investments.


• The tools that make up LFA can be applied to de-construct the proposed
project, to further test its relevance and likely feasibility


• The objectives specified in the Logframe, combined with the activity,
resource and cost schedules, provide information to support cost-benefit
analysis


• The cost-schedules allow cash-flow implications to be assessed (including the
contributions of different stakeholders), and the scope of Financing
Agreements to be determined


Implementation • The Logframe provides a basis on which contracts can be prepared – clearly
stating anticipated objectives, and also the level of responsibility and
accountability of project managers and other stakeholders


• The Logframe and associated schedules provide the basis on which more
detailed operational work plans can be formulated


• The Indicators and Means of Verification provide the framework for a more
detailed Monitoring and Evaluation Plan to be designed and implemented by
project managers


• The Assumptions provide the basis for an operational risk management plan


• The Results, Indicators and Means of Verification (+ activities, resource and
costs) provide the framework for preparing project progress reports (to
compare what was planned with what has been achieved)


Evaluation and Audit • The Logframe provides a framework for evaluation, given that it clearly
specifies what was to be achieved (namely results and purpose), how these
achievements were to be verified (Indicators and Means of Verification) and
what the key assumptions were. 


• The Logframe provides a structure for preparing TOR for Evaluation studies
and for performance audits.







The link between the levels of the Logframe’s objective hierarchy and the key evaluation criteria is summarised
in Figure 39 below:
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Figure 39 – Evaluation criteria and LF levels
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5.6 A note on interlocking or ‘nested’ logframes


The concept of ‘interlocking’ or ‘nested’ Logframes can be useful to see how the objectives of a policy, 
a sector programme and a specific project might be linked.


This is illustrated in Figure 40, using a National Agricultural Research example:
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Policy


(Of the National Agricultural
Research Council)


Overall objective: To contribute
to the improved livelihood of hill
farming families


Purpose: Increased agricultural
production, productivity and
incomes among hill farming
households


Result: The use of improved
agricultural technologies
increased among targeted farmers


Programme


(Of the Research Stations)


Overall objective: To contribute
to increasing agricultural
production, productivity and
incomes among hill farming
households


Purpose: Increased use of
improved agricultural
technologies by hill farmers 
(e.g. rice)


Result: Recommendations for
targeted farmers
provided/disseminated


Project 


(Of the Research Teams)


Overall objective: To contribute
to increased use of recommended
improved technologies


Purpose: Recommendations
provided for improved
technologies suitable for targeted
farmers


Results (e.g.):


1. Technologies identified based
on farmer priorities 


2. Technologies generated and
adapted


3. Technologies verified in farmers
fields


Figure 40 – Nested objectives (policy, programme and project)
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36 The use of the word ‘team’ here is not to suggest that this work needs to be undertaken by consultants.  Even when local agencies lead the process of
project identification, formulation and implementation, there is usually still the requirement for a clearly identified team of people to lead the process.  


6. INSTITUTIONAL CAPACITY ASSESSMENT


6.1 Why?
Institutional capacity assessment is required to:


• Help identify appropriate stakeholding partners
and assess their capacity to deliver services and
manage change; 


• Identify and design relevant and feasible project
interventions, which take account of absorptive
capacity and effectively support local institutions
and organisations to deliver a sustainable stream
of benefits; and


• Support an assessment of good governance issues
(including organisational adequacy,
accountability and transparency); 


Institutional capacity assessment is particularly
important for projects which rely on local partners to
manage implementation.  This should be the case for
most projects.  


6.2 When?


Institutional capacity assessment should be initiated
early on in the project cycle.  This is important, as it
will influence the choice of key stakeholding partners
with whom project identification and formulation
teams might work.36


During the programming stage (i.e as part of the
process of preparing the Country Strategy Paper), an
overall assessment needs to be made of the
capabilities of key institutions and organisations
within the country in question, based on experience
gained from the monitoring and evaluation of
ongoing and completed programme and project
measures.  This assessment should help to determine
the focus of the country strategy with respect to the
likely balance of support provided to public, private or
civil society organisations.  


During project identification, institutional and
organisational capacity assessment is undertaken 
to help determine the capacity of different 
(potential) stakeholding organisations to participate in
the project (including delivery of services and/or 


management of change processes), and the likely
relevance of a particular project idea to institutional
and organisational needs.  It can thus support the selec-
tion of appropriate project implementing partners. 


During project formulation, further institutional
analysis is undertaken to help determine the specific
roles and responsibilities of different organisations/
stakeholders in managing the desired changes and/or
delivering services, to further design appropriate
capacity building elements of the project and thus
help formulate a feasible implementation strategy.  


During implementation, planned changes in
institutional and organisational capacity are
monitored, as well as changes to the institutional
operating environment within which the project is
working but over which it has no direct influence. 


6.3 What and how?


Analysis of the institutional framework focuses on 
an assessment of the structure of formal and informal
rules and regulations within which individual
organisations must work (e.g. linkages between
organisations and the influence of the policy frame-
work, law, culture and convention).  Organisational
capacity assessment then focuses on the mix of
technical and managerial competencies within an
agency, which create or limit their implementation
capacity (e.g. leadership, policy making, financial
management, human resource management and
technical capacities).  


There is a range of tools available to help analyse
institutional and organisational capacity.  Specialists
in this field will apply elements of systems theory,
management theory, learning and behavioural 
theory, etc, and might use a range of specific tools
such as institutiogrammes, stakeholder analysis
matrices, environmental scans, problem tree analysis,
force– field analysis, process mapping, participatory
assessment tools, etc.  Sometimes it will be necessary/
desirable to have such specialist inputs. 







The thematic support networks in EuropeAID’s
operational Directorates which are responsible for
economic and commercial cooperation (in particular
Unit C3) and Unit G4 (Audit of External Operations)
can provide specific expertise, advice and support
with regard to public finance assessments.  A useful
reference tool is the ‘Guide to the programming 
and implementation of budget support in third
countries’ (see virtual library on the EuropeAID
intranet).  Moreover, Task Managers should also be
aware of the possibility of using public finance
specialists provided through the Audit Framework
Contract managed by Unit G4. 


However, for the generalist involved in the manage-
ment of the project cycle, the most useful thing to
understand is the type of questions that need to be
asked and answered.  These are summarised below.  


Question checklist for assessing the capacity of an
organisation


This list of questions is provided as a general guide to
the type of questions that may need to be asked and
answered in undertaking an institutional and
organizational capacity assessment.  


The relevance of each of the questions will depend 
on the nature of the proposed project and the
organizations being assessed.  The first stage in using
such a checklist is therefore to determine whether or
not each question is relevant, and if relevant, whether
it then needs to be adapted to suit the specific
circumstances of the enquiry.  The checklist is there-
fore provided as an indication of the type of questions
that need to be considered in the conduct of an
organizational capacity assessment, not as a blueprint
questionnaire.37


P r o j e c t  C y c l e  M a n a g e m e n t  G u i d e l i n e s


96


37 Adapted from materials prepared by ‘Management for Development Foundation’ as part of materials produced for a training course in Institutional Sector
and Organisational Analysis.


Organisational Issues to be assessed
elements to be analysed


External aspects of an organisation


External factors ✓ How does the legal framework affect the functioning of the
organisation?


✓ How does the political climate affect the functioning of the
organisation?


✓ How are macro-economic and financial conditions influencing
the functioning of the organisation? 


✓ Is the performance of the organisation impacted by other socio-
cultural influences, e.g. attitudes to corruption?


Linkage/relationship with ✓ Is the organisation outward looking?


with other organisations ✓ Does it pay adequate attention to building and maintaining
effective relationships with other key stakeholders?


✓ How are its relations with key financing institutions/donors?


✓ How are its relations with policy making bodies?


✓ How are its relations with NGOs and civil society groups?


✓ How is the organisation perceived by external actors (does it
have a good image)?


✓ Is the organisation’s mission statement understood and accepted
by external stakeholders?
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Organisational Issues to be assessed
elements to be analysed


Views of clients/users ✓ Are the needs/demands of target groups/clients known by the
organisation?


✓ How adequate is the relationship between target groups/users
and the organisation?


✓ How satisfied are users with services delivered by the
organisation?


✓ Is the organisation adequately assessing target group/client
needs?


Internal aspects of an organisation
Management style and culture ✓ Does the organisation have strong and effective leadership?


✓ Are management well informed of the operations of the
organisation?


✓ Is the attention of management adequately divided between
internal and external relations/concerns?


✓ Is there an appropriate balance between delegation of
responsibilities and maintaining overall control of staff
performance?


✓ Is there a service-oriented culture? 


✓ Are decisions taken in a timely manner?


✓ Are management adequately accountable for their decisions and
performance?


✓ Are staff kept adequately informed of management decisions?


✓ Is there a learning culture within the organisation?


Organisational structure ✓ Is there a description of the structure of the organisation with a
division of authorities, responsibilities and activities for each
department, division or unit?


✓ Does the organisation function in line with the formal structure?


✓ Is the decision making structure based on a clear division of
responsibilities?


✓ Is the division of responsibilities and tasks clear and understood
by staff?


✓ Is their sufficient coordination between departments/units?


Policy making and planning ✓ Does the organisation have a clearly defined mission statement
which is understood and supported by management and staff?


✓ Is the mission adequately translated into organisational policy,
strategies and plans?


✓ Does the policy and strategy state well defined and realistic
development objectives?


✓ Is the strategy translated into well-defined annual
implementation plans and operational budgets?
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Organisational Issues to be assessed
elements to be analysed


Policy making and planning ✓ Is there a structured process for monitoring and reviewing the
implementation of operational plans, and adjusting plans in
light of lessons learned?


✓ Has the organisation effectively realised former plans and
budgets?


✓ Is there an evaluation capacity within the organisation, and do
lessons learned get fed back into policy making – either formally
or informally?


✓ Is there an equal opportunities policy, which ensures non-
discrimination on grounds of gender, race, religion or disability?


Systems, including ✓ Does the organisation have financial and annual reports
financial management approved by an independent auditor?
and accountability Are these of an adequate quality?


✓ Are experiences of other stakeholders (including donors) with
regard to management of funds by the organisation satisfactory?


✓ Does the organisation provide regular information of an
adequate quality about its operations and achievements?


✓ Are basic administrative and financial management systems and
procedures documented? 


✓ Is there a clear system of work planning and operational
monitoring which adequately involved the organisation’s staff?


✓ Are these systems understood and applied by managers and staff?


✓ Are procurement procedures appropriate?


Personnel management, ✓ Does the organisation have a HRM policy, and if so, how
training and motivation adequate is it?


✓ Do staff have job descriptions/terms of reference, and if so, are
these clear and useful?


✓ Are salaries/staff remuneration appropriate?


✓ Are there appropriate incentives in place to motivate staff?


✓ Is staff performance assessed periodically, and are these systems
appropriate and effective?


✓ What is the status of recruitment procedures?


✓ Is staff turnover at acceptable levels?


✓ Are appropriate training opportunities available for staff?


✓ Is there an organisational policy on gender equality?


✓ Is there an occupational health and safety policy and system in
place?


✓ Are staff adequately motivated?







Stakeholder analysis tools such as SWOT analysis
(Strengths, Weaknesses, Opportunities, Threats) can
also be used to support institutional and organisa-
tional capacity assessment.  


A description of some such tools is provided in
Section 5 on the Logical Framework Approach.  


How are the results of this analysis translated into
project formulation?


The results of institutional and organisational
capacity assessment should inform decision making
on such issues as:


• Identification and selection of institutional
partners


• Defining the roles and responsibilities of
stakeholders with respect to management,
coordination and financing arrangements


• Modulating the scope of the project (including
financing levels) to take account of capacity
constraints


• Determining the project’s institutional/
organisational capacity building objectives and
strategies, including realistic time-frames and
resource requirements; and


• Designing an appropriate sustainability strategy 
for the project. 
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7.1 Introduction


7.1.1 Purpose


Monitoring, review and reporting are core manage-
ment responsibilities, which involve the collection,
analysis, communication and use of information on
the physical and financial progress of the project and
the achievement of results.  Monitoring, review and
reporting support, inter alia:


• Identification of successes and problems during
project implementation


• Informed and timely decision making by project
managers to support implementation


• Accountability for the resources used and results
achieved


• Stakeholder awareness and participation; and 


• The evaluation of project achievements and audit
of activities and finances


7.1.2 Definitions


Monitoring


Monitoring involves the collection, analysis, commu-
nication and use of information about the project’s
progress.  Monitoring systems and procedures should
provide the mechanism by which relevant informa-
tion is provided to the right people at the right time
to help them make informed decisions. Monitoring
should highlight strengths and weaknesses in project
implementation and enable responsible personnel to
deal with problems, improve performance, build on
successes and adapt to changing circumstances.


Monitoring should focus on collecting and analysing
information on:


• Physical progress (input provision, activities
undertaken and results delivered) and the quality
of process (i.e. stakeholder participation and local
capacity building);


• Financial progress (budget and expenditure)


• The preliminary response by target groups to
project activities (i.e use of services or facilities
and changes in knowledge, attitudes or practices)


• Reasons for any unexpected or adverse response
by target groups, and what remedial action can
be taken


Review


Regular reviews provide the opportunity for project
implementers and other key stakeholders to further
analyse information collected through monitoring,
reflect on the implications, make informed decisions
and take appropriate management action to support
effective implementation. The main purpose of reviews
is to share information, make collective decisions and
re-plan the forward programme as appropriate.  


Regular reviews may be conducted at different levels
within the project management structure (i.e at field
level or at HQ), at different times and with varying
frequency.  However, the main point is that they
should be regular (pre-planned) and they should have
a clear agenda and structure.  


Evaluation


Evaluation can be distinguished from monitoring and
regular review by:


• Its scope (broader – being concerned with
whether or not the right objectives and strategies
were chosen)


• Its timing (less frequent – usually at completion
or ex-post)


• Those involved (will usually involve
‘external/independent’ personnel to provide
objectivity); and


• The users of the results (including planners and
policy makers concerned with strategic policy
and programming issues, rather than just
managers responsible for implementing the tasks
in hand). 
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Audit


Audit can be distinguished from monitoring, regular
review and evaluation by:


• Its objectives (to provide independent assurance)


• Its scope (financial focus or focus on the
efficiency, economy and effectiveness of
activities)


• Those involved (qualified independent auditors);
and


• The users of the results (for the EC and other
donors, partner country authorities and senior
project managers)


7.1.3 Principles of good practice


Keep the users of information clearly in mind


When designing or managing a project’s monitoring
and review system it is vitally important to carefully
consider who needs what information.  This is partic-
ularly important in the context of a management
hierarchy, where field level staff (e.g. extension/
service delivery agents) will require a different level of
detail (more input/activity focused) compared to a
senior manager (e.g. the Head of the Health Planning
Unit) who should be more concerned with assessing
results (i.e result delivery and achievement of
purpose).  If this is not done there is a risk of collect-
ing information that is not directly relevant/useful to
particular users. 


The danger of establishing a purely ‘extractive’
monitoring system should also be avoided (i.e. a
system which is designed to meet only the needs of
financiers or senior planners/policy makers, but has
no or little relevance to project implementers or other
stakeholders ‘on the ground’).  Such systems often
produce poor quality information, do little to build
local capacity and are not sustainable.  


The identification of ‘what’ information to collect
should be determined through an analysis of: 
(i) project objectives, (ii) stakeholders interests 
and capacity, (iii) institutional and management
structures, and (iv) decision making responsibilities.
Primary emphasis should be given to the information
needs of project implementers.


Build on local information systems and sources


Linked to the assessment of ‘what’ information to
collect, is ‘how’ that information is to be collected,
analysed and used.  Wherever possible, existing infor-
mation systems should be used/supported to avoid
the creation of parallel structures and to help build
local capacity.  Where project specific systems need to
be created, cost and sustainability issues need to be
carefully assessed.


Collect only the minimum amount of
information required


Collecting, analysing and using information takes up
scarce time and resources.  An effective monitoring
system should therefore collect only enough informa-
tion to impact tangibly on the quality of decision
making.  More information is not better information
if it is not effectively used.  Systems should be appro-
priately simple and practical.  


Triangulate


Where possible and cost-effective, the quality of
information can be enhanced by collecting informa-
tion from more than one source and through more
than one method.  For example, if one wants to know
about the results of capacity building activities in the
Criminal Justice System, it is useful to seek evidence
from more than one source (i.e. court officials,
lawyers, victims of crime) and through more than one
collection method (court records, interviews with
court clerks/judges and observation of court
proceedings).  


This principle of ‘triangulation’ comes from the sur-
veying profession, where one must take a minimum
of three theodolite readings to be confident of the
exact location of a reference point.   


There must be a plan against which performance
can be assessed


Without a plan (physical and financial) monitoring,
evaluation and audit become difficult.  A plan is re-
quired to provide a ‘benchmark’ against which
progress can be assessed, and provides the basis on
which a judgment about performance can be made
(including efficiency and effectiveness).  An appropri-
ately documented plan is therefore a pre-requisite to
effective monitoring, review, evaluation and audit.  
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38 Some of the information provided in this section is sourced directly from ‘Bridging the Gap : A Guide to monitoring and evaluating development projects’,
ACFOA, 1997, with permission of the authors.


7.1.4 Key steps in developing a project 
based monitoring system


There are six main stages that need to be covered
when developing a project based monitoring system.
These are:


1. Clarify project scope – stakeholders, institutional
capacity, project objectives and resources


2. Understand the nature of organizational relation-
ships, management arrangements and capacity
constraints


3. Determine the information needs of project
implementers and other key stakeholders


4. Review existing information collection systems 
and procedures


5. As appropriate, develop and document monitoring
system guidelines and formats


6. Provide training and resources to support systems
development and implementation


7.2 Tools


7.2.1 The Logical 
Framework Approach 


The Logical Framework Approach is an extremely
useful tool to support the design and establishment 
of effective monitoring, review and reporting systems.
A full description of the Logical Framework Approach
is provided in Section 5 of the Guidelines.38 These
notes simply highlight how key elements of the LFA
support monitoring, review and reporting functions: 


Analysis of existing situation


Provides:


• An analysis of stakeholder interests and
institutional capacity, including information
needs


• Insight into the strengths and weaknesses of
existing monitoring, review and reporting
systems


The Logframe Matrix


Provides:


• A framework of objectives, indicators (and
targets) and sources of information which should 


be used to further develop and implement the
monitoring, review and reporting system


• A list of key assumptions which must be
monitored as part of the project’s risk
management arrangements


• A clear and consistent reference point and
structure for completing progress reports


Activity schedules


Provide:


• A structure for preparing operational work plans
(at least annually) against which implementation
progress can then be periodically assessed (key
tasks, timing, duration and responsibilities)


• An easily understood visual presentation of key
tasks that can be used to promote participatory
planning and review of physical progress


• An opportunity to highlight monitoring, review
and reporting tasks within the work programme


Resource and budget schedules


Provide:


• A clear format for preparing operational budgets
which are explicitly linked to planned activities
and results


• A clear reference point for resource and financial
monitoring, allowing comparison to be made
between planned and actual resource utilisation
and expenditure (including cost variance
analysis)


• A framework for explicitly identifying the
resources and costs required to implement the
monitoring, review and reporting system


Link between the Logframe’s hierarchy of objectives
and monitoring, review, evaluation and audit


Figure 41 summarises the relationship between the
Logframe’s hierarchy of objectives and the primary
focus of monitoring, review, evaluation and audit.
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7.2.2 Risk management


The achievement of project objectives is always
subject to influences beyond project manager’s direct
control (assumptions and risks).  It is therefore impor-
tant to monitor this ‘external’ environment to
identify whether or not the assumptions that have
already been made are likely to hold true, what new
risks may be emerging, and to take action to manage
or mitigate these risks where possible.  


A format (risk management matrix) is shown in 
Figure 42 which can be used to provide a clear record
of how a project plans to manage identified risks.
This then needs to be reviewed and updated on a
regular basis (i.e as part of the annual review and
planning process).  
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Figure 41 – Link between Logframe objectives & monitoring, review, evaluation and audit


Focus Logframe hierarchy of objectives


Evaluation


Evaluation and Review


Monitoring, Review & Audit Results


Purpose


Overall objective


Monitoring and Audit Activities and resources
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7.2.3 Basic data analysis to generate
performance information


Collecting data is one thing – analysing it effectively
and turning it into useful management information is
another.  A large amount of information produced
through monitoring activities can be wasted if it is not
appropriately analysed and presented. 


When thinking about the way in which data 
should be analysed, different approaches are usually
required for quantitative and qualitative data.  By
definition, quantitative data involves numbers 
that can be subjected to various forms of statistical
analysis.  Qualitative data on the other hand usually
provides information on people’s views, opinions or
observations and is often presented (at least initially)
in a narrative form.39


An appropriate balance between the two is often 
best – with the interpretation of quantitative data
being ‘enriched’ through an understanding of ‘what
people think’.  Conversely, the statistical analysis of
quantitative data may help confirm, or raise questions
about, the information collected from surveying
people’s opinions.  


The table below notes provides an overview of some 
of the main methods that can be used to analyse 
and present quantitative data in a way which project
manager’s are likely to find useful.  In most cases there
is no need for any complex statistical analysis. 
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39 However it is of course possible to turn qualitative information (people’s views and opinions) into a quantitative form, such as through the use of
questionnaire formats which ask respondents to rate or rank preferences, priorities, interests, etc.  


Type of analysis Description


Planned vs actual Monitoring is primarily about comparing what was originally planned with what
actually happens.  This analysis should therefore form the base of any
monitoring, review and reporting system.  For example, if we learn from
administrative records that 1,500 primary school teachers have received an
‘improved package’ of in-service training, we need to know how this compares to
what was planned in order to make an assessment of performance.  If the plan
was to provide training for 3,000 teachers, and all the resources/costs originally
budgeted have been applied/spent, this would then indicate a problem either
with implementation performance, and/or with the original plan and budget.
Planners and managers would need to analyse the causes of the problem and
determine an appropriate course of remedial action.


Percentages/ratios Calculating percentages and ratios is a particularly useful way of presenting
performance information.  Assuming that the planned targets are reasonably
accurate/realistic, such ratios help us see how close we are to achieving what we
originally intended.  If for example we are comparing planned with actual
performance, low percentage figures immediately highlight areas of potential
concern and should trigger an analysis of cause and subsequent decisions on
taking remedial action. 


Trends over time and An analysis of available data over different time periods can be extremely
comparisons useful in revealing how the project is performing.  This can help us to see
between periods whether things are getting ‘better’ or ‘worse’ (i.e in immunization coverage


rates), and allows seasonal variability to be identified.  


Comparison with previous periods can also be useful when there are no clear
current targets for the activity being monitored or reviewed.  Reference to what
happened at the same time in previous periods/years can at least then provide an
indication of what results might reasonably be expected. 


When analysing trends over time it is it is important to remember that one must
compare ‘like with like’. The use of a consistent set of indicators (measuring the
same thing in the same way at different points in time) is therefore essential.
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Type of analysis Description


Geographic variance Projects which are being implemented (or providing support) in a
number of different locations can be monitored in such a way that
geographic variations in performance can be identified.  Aggregate service
delivery or ‘outcome’ indicators may show results that accord generally
with planned targets, but not reveal location specific problems that need
to be addressed.  An analysis of data from different districts, provinces or
regions may therefore reveal issues requiring management attention. 


Group variance As with geographic variance, it may be important to monitor variance in
outcomes between different social groups.  For example, an important
concern for many projects will be the impact of the project on both
women and men.  This requires that data be disaggregated by gender and
this then be systematically analysed on a regular basis. It is also important
to investigate if the project is including specific vulnerable groups,
including the disabled (i.e in terms of building design). 


Poverty alleviation projects will also be concerned with identifying which
groups within the community are benefiting from project interventions.
A rural credit project, for example, which targets low income farmers or
female headed households should be collecting data which will allow the
client profile to be analysed. 


Work-norms Many service delivery activities can be usefully monitored by establishing,
and standards and then collecting information on, work-norms or standards. For


example _ an agency’s response time to requests for assistance, waiting
lists for minor surgery, the number of prisoners held on remand and the
duration of their detention before sentencing, or pupil/teacher ratios – can
all be analysed and compared with agreed work norms or standards to
help managers measure performance and identify where improvements
might need to be made.







7.2.4 Checklist for planning 
a short monitoring visit


Monitoring often includes making short visits to a
project ‘site’ (anywhere where project activities can be
observed at first hand).  


Making the most of a short-visit is important, whether
it is a visit for one day or one week.  


One way of improving the value of short visits is to
put some time and effort into planning and preparing
for the visit.  A simple checklist of things to plan for
is provided below:
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No. Checklist of things to do/consider Done?


1 Collect background documents, including (as appropriate): (i) Financing proposal, (ii) 
Logframe matrix, (iii) most recent annual/updated work plan and budget; (iv) previous
monitoring/progress report(s); (v) relevant financial statements.


2 Familiarise yourself with the content of these documents, and discuss issues with 
colleagues who may be working on the same or similar projects.


3 Clarify the purpose of the visit:
What will the visit achieve?  Is the purpose of the visit primarily to ‘audit/check’, 
or is there also a support/advisory role to be played?  What will the implementing 
agency/stakeholders get out of the visit?  How can you add value? 


4 Identify the key issues that need to be addressed during the visit (look at the plan, 
the key assumptions and any issues raised in previous progress reports).


Develop a preliminary list of key questions that it would be useful 
to ask and answered. 


5 Clarify who will/should be involved in the visit, both in terms of the ‘monitoring 
team’ and other stakeholders who you wish to meet with.  


6 Think through and clarify the proposed approach/methods to be used to collect, 
record and analyse information:


Who do you want to meet, where and when?  Do you want to conduct group 
or individual interviews?  Do you want to meet with women separately from men? 
What do you want to see?  What administrative records would you like to inspect?  
How will you avoid ‘bias’ in terms of who you meet and what you are shown by 
partners/stakeholders who may try to show you only ‘success’ stories?  


7 Further develop a checklist(s) of key questions.


8 Develop a timetable/itinerary for the visit and confirm with those who need to know.  


9 Identify the resources that will be required and who will provide them/pay.  
Confirm that these resources are available (i.e transport/fuel, accommodation, 
meeting rooms, etc)


10 Clarify the expected output of the visit, including reporting requirements and 
how information will be ‘fed back’ to those who need to know


11 Make final confirmation of travel arrangements, itinerary, etc







7.2.5 Using question checklists for 
semi-structured interviews


Question checklists are a relatively simple and
practical tool which can make field visits a more
structured activity.  When regular field visits are being
conducted as part of project monitoring, the check-
lists can also support the collection of information
that can be compared over time, or between different
locations.  


The main potential benefits of using question
checklists can include:


• They help to ensure that key issues are covered
during field monitoring visits


• They help to support some consistency and
comparability of reporting, particularly when
different people may be undertaking visits over a
period of time, or in different locations


• The discipline of checklists helps to
institutionalize a system of monitoring which
assists ‘new’ staff to familiarize themselves with
the project and thus become effective more
quickly


• The completed question checklists can sometimes
provide some raw data for subsequent analysis, if
the questions are adequately structured.  Issues of
statistical significance should nevertheless be
understood – determined largely by the way in
which the sample for interview/observation is
chosen. 


The following principles should be kept in mind
when preparing a project monitoring checklist
(particularly when the checklist is to be used by a
number of people over a period of time, rather than
just as a ‘one-off’):


• Those responsible for actually conducting the
monitoring visits/interviews should draft the
checklists


• The checklist(s) should be reviewed by managers
at higher levels to ensure clarity, brevity and
specificity in relation to project objectives and
management information needs


• The checklists should be field tested by those
who are going to use them


• Checklists should be brief and topic specific.
Different checklists should be prepared to cover
different issues 


• Checklists should generally be used as a guide
and not restrict the interviewer from enquiring
about other pertinent issues if/as they arise


• Checklists can be more or less structured – some
highly structured questions (i.e requiring a
yes/no answer, or for recording some specific
quantitative data) may be useful if one wishes to
undertake some quantitative analysis. 


An example of a structured field monitoring checklist
(for a Maternal Child Health clinic support project) is
shown on the following page. 
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Field Monitoring Checklist


Maternal Child Health Clinics


Name of Clinic: Date visited:


District: Visited by (print name):


Question Circle Comment


1. Was the Nurse Aide present during the visit? Yes/No


If no, state the reason ...............................................................


2. Has the Nurse Aide received the ‘new’ in-service Yes/No 


training in the past six-months?


3. Are the following equipment and supplies 


available at the clinic?


Baby weighing scale? Yes/No


Bathroom scale? Yes/No


Measuring containers for ration distribution? Yes/No


Oral rehydration salts? Yes/No


Gas/kerosene fridge? Yes/No


Supplies for expanded immunisation programme? Yes/No


4. Are the registers properly maintained, namely:


List of clinic attendance? Yes/No


Growth charts? Yes/No


Age and weight? Yes/No


Birth register? Yes/No


Food stock register? Yes/No


Is the monthly report form up-to date? Yes/No


5. Are the supply storage facilities:


Adequate? Yes/No


Well kept in terms of stacking and cleanliness? Yes/No


6. Is the Nurse Aide receiving his/her salary on time? Yes/No


7. Other observations







7.2.6 Reviewing administrative 
and management records


Within most organizations there will be a requirement
to keep some basic administrative records of what is
being done on a day to day, weekly or monthly basis.
These records will then often be summarised periodi-
cally in a management report. 


Information that may be recorded as part of such
administrative records might incude:


• Financial information – income and expenditure


• Staffing – numbers, location, designation,
training received and performance


• Procurement, inventory and asset records


• Service delivery/provision records (e.g number of
farmers receiving credit or other inputs, number
of children vaccinated, no. of children attending
school, no. of nurse-aides receiving training,
number of households connected to the
electricity grid, etc)


A big advantage of using administrative records as a
source of verification is that they tend to be institu-
tionalized, routine activities and therefore do not
require the establishment of ‘new’ project specific
systems or procedures. Administrative record keeping
is also usually an integral part of someone’s work
responsibilities and therefore does not require an
additional expense (unlike special surveys).  


Projects that are supporting the development of
institutional capacity may also be specifically aiming
to improve the quality of record keeping, data analysis
and the mechanisms for effectively using the
information to aid management decision making. 


Key questions to ask when reviewing the content and
quality of administrative records include:
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✓ Are appropriate records being kept, and are they
up to date?


✓ Are those responsible for keeping the records
clear about their responsibilities and the record
keeping procedures/systems?


✓ Are record keeping systems and procedures
appropriately documented (i.e in a
Manual/Guideline)?


✓ Is the quality of information periodically
checked and verified?


✓ Is an appropriate level/type of training in record
keeping systems provided to staff?


✓ Is appropriate technology being used to record,
analyse and report information? 


✓ Are adequate resources available to support
effective record keeping and information
management?


✓ Are records and reports securely stored and
easily retrieved?


✓ Is the information summarised and reported on
a regular basis, and is it then made available to
managers/decision makers in a clear and usable
format?


✓ Is the information presented in a timely
manner, and is it used by managers to help
them make informed decisions?







7.2.7 Checklist for managing regular 
review meetings


Regular review meetings are an extremely useful
mechanism to support:


✓ Reflection on project progress


✓ Exchange of information and ideas


✓ Team building


✓ Problem solving; and


✓ Forward planning


Regular reviews may be undertaken more or less
regularly, and be more or less formal – depending
primarily on their purpose and who is expected to
participate.  Generally speaking, it is useful to have an
‘internal’ review of project progress (that involves key
individuals directly involved in project implementa-
tion) on at least a six-monthly basis.  


A checklist of things to consider in organizing and
managing regular reviews is provided below:


Preparation


Prior to conducting a review meeting, the following
tasks should be undertaken:


✓ Confirm who will attend/participate and who will
chair the meeting 


✓ Confirm the date, time and location of the
meeting with participants


✓ Prepare a draft agenda and distribute it for
comment/additions (see next page)


✓ Assemble relevant data/information (including
management/monitoring reports) and distribute
copies  in advance to those attending the review
meeting


✓ Organise other logistics for the review meeting
(e.g. secretarial support, transport, venue, required
equipment/materials for presentations,
refreshments, etc)


The review meeting


Managing the review meeting is primarily the respon-
sibility of the ‘chairperson’.  The chair should help
ensure that:


✓ the available time is effectively managed, based on
the agreed agenda/timetable


✓ each participant is given adequate opportunity to
share his/her views (the meeting is not dominated
by the loudest/most talkative)


✓ key issues are clarified


✓ disagreements are cordially resolved


✓ a problem solving approach is taken


✓ agreement is reached (by consensus or vote) on
key actions that need to be taken


✓ an accurate record of discussions and decisions is
taken


Follow-up


Key follow-up actions should include:


✓ Finalisation and dissemination of a record of key
decisions taken/agreements reached


✓ Revision to forward work plans as required
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Time Topic


9.00-10.30 Welcome and introductions.  Statement of purpose of the meeting. 


Review of agenda – topics, timing, responsibilities for presentations , etc


Summary overview of issues arising from last review meeting, actions to be 
taken and responsibilities.  
Brief reports from participants on progressing these follow-up actions.


10.30-11.00 Morning refreshment break


11.00-12.30 Overview of the workplan and budget for the period under review, 
including key tasks, indicators and targets (i.e using Logframe matrix, 
activity schedules and resource/budget schedules). 


Presentation of available data/information on physical progress made in 
implementing the work plan and achieving results.  Highlight areas of 
success and concern.  


Present summary of financial records


12.30-1.30 Lunch break


1.30-3.00 Further discussion on ‘performance’ issues (comparing planned with actual 
performance) and clarification of the reasons for any significant deviation  


Review of risks/assumptions and management action taken during reporting 
period


Highlight areas requiring management action and/or significant ‘re-planning’


3.30-4.00 Afternoon refreshment break


4.00-5.30 Agree on program of follow-up action.  What, who, when?


Indicative agenda for Regular Reviews







7.2.8 Progress reports and updated plans


Overview


Plans must be regularly reviewed and updated if they
are to remain relevant.  The preparation of an annual
plan provides this opportunity for multi-year projects.
A description of the recommended content of an
Annual Plan is shown further below. 


However, given the Commission’s concern with (i)
building local ownership of projects, (ii) ensuring
partners take on responsibility for project
implementation, and (iii) harmonizing procedures
with other donors, the specific requirements for
progress reporting should be established with these
considerations in mind. Parallel and duplicate
reporting systems and procedures should be avoided
wherever possible.40


Nevertheless, there are some basic ‘good practice’ 
requirements that should be kept in mind, namely
that reports should:  


• focus on progress towards achieving results (results
and purpose in the Logframe), and not simply list
activities undertaken and inputs provided


• compare progress against plan, so that an
assessment of performance can be made


• briefly explain deviations from plan and
highlight remedial actions taken or required
(recommendations)


• be clear and concise so that the information is
easily accessed and understood


Main types of report 


Project implementing partners/project managers are
usually required to provide the following types of
reports: 
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40 See also ‘Harmonising Donor Practices for Effective Aid Delivery, OECD 2003’. 


Report type Summary description


An inception report An inception report is highly recommended for all projects.
(including first annual plan) It should usually be produced within 3 months after the launch 


of the project (funding release and key staff in place).  


An inception report provides the opportunity for project managers
to review the design in consultation with stakeholders, update the
first annual workplan to ensure its relevance and feasibility and
build both management and other stakeholder commitment to,
and ‘ownership’ of, the project.  This is particularly important in
situations where much of the design work has been undertaken by
‘others’ (i.e not the team now tasked with its implementation) and
when the design has been prepared some time in the past (there
may in some cases be a time gap of more than a year between
finishing a feasibility study and financing proposal and the
commencement of project implementation). 


Progress reports Progress reports must be produced by implementing
partners/project managers on a regular basis (as specified in the
Agreement with the EC).  Overburdening project managers with
reporting requirements should nevertheless be avoided, and report
formats and timing should take account of/build on existing
systems rather than duplicate them.  As a formal requirement, it is
often best to require such reporting no more than quarterly, and
six-monthly may be more appropriate.







Report formats and content


The following table indicates the type of information that should be included in each of these main report
types. The specific sub-headings and the quantity of information provided should be adapted to suit the scope
and scale of the project, and to existing monitoring and reporting systems within partner agencies.  
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Report type Summary description


EC Task Managers must prepare regular summary
reports/updates on each project (every 4 months) through the
‘Implementation Report’ window of the Common Relex
Information System (CRIS). This provides a summary of each
project’s status in a standard format that is accessible to RELEX
staff. 


Annual plan and Annual plans are required for every multi-year project. The
progress report timing of annual reports should ideally fit with the local


planning and budgeting calendar, rather than the donors.  


Annual reports should focus on documenting progress towards
delivering planned results and achieving the project purpose.
Comparison against the original project design (or as updated
by the inception report) and the last annual workplan should be
provided.  


The annual report should not only focus on what the project
itself has achieved (or not), but also on any significant changes
in the ‘external’ environment.  It should also provide an
overview of prospects for the sustainability of benefits.  


The annual report also includes an updated annual plan for the
next year.  This provided the opportunity for project
implementers to re-schedule results, activities and resource
requirements in light of experience gained/lessons learned. 


A clear Executive Summary should be provided, specifically
addressing the decisions and actions required from relevant
stakeholders.  


A final/completion report A completion report is required at the end of the project
financing period.  Given that only a small proportion of all
projects are formally evaluated (ex-post), the completion report
may be the last opportunity to document and comment on
overall achievements against the original plan, prospects for
sustainability of benefits, highlight lessons learned and make
recommendations on any follow-up actions required.







S e c t i o n  7 :  M o n i t o r i n g ,  r e v i e w  a n d  r e p o r t i n g


115


T
he


 l
ev


el
 o


f 
de


ta
il 


an
d 


le
ng


th
 o


f 
th


es
e 


re
po


rt
s 


w
ill


 d
ep


en
d 


on
 t


he
 s


co
pe


 a
nd


 c
om


pl
ex


it
y 


of
 t


he
 p


ro
je


ct
, 


th
e 


ca
pa


ci
ty


 o
f 


st
ak


eh
ol


de
rs


 a
nd


 p
ro


je
ct


 m
an


ag
er


s 
to


 p
ro


vi
de


 t
he


 r
eq


ui
re


d


in
fo


rm
at


io
n,


 a
nd


 t
he


 i
nf


or
m


at
io


n 
re


qu
ir


em
en


ts
/n


ee
ds


 o
f 


do
no


rs
/f


in
an


ci
ng


 a
ge


nc
ie


s.


S
ug


ge
st


ed
 c


on
te


nt
 o


f 
m


ai
n 


ty
pe


s 
of


 p
ro


je
ct


 r
ep


or
t 


th
at


 a
re


 p
re


pa
re


d 
by


 i
m


pl
em


en
ti


ng
 a


ge
nc


ie
s/


pa
rt


ne
rs


Ta
bl


e 
of


 c
on


te
nt


s 
an


d 
lis


t o
f a


bb
re


vi
at


io
ns


1.
 In


tr
od


uc
tio


n
1 


pa
ge


 th
at


 s
um


m
ar


is
es


 (i
) b


as
ic


 p
ro


je
ct


 d
at


a 
(n


am
e,


 lo
ca


tio
n,


 d
ur


at
io


n,
va


lu
e,


 k
ey


 s
ta


ke
ho


ld
er


s,
 p


ur
po


se
 a


nd
 k


ey
 re


su
lts


, e
tc


) (
ii)


 th
e 


st
at


us
 o


f
th


e 
pr


oj
ec


t a
t t


he
 ti


m
e 


of
 re


po
rti


ng
; a


nd
 (i


i) 
wh


o 
ha


s 
pr


ep
ar


ed
 th


e 
re


po
rt,


wh
y a


nd
 h


ow


2.
 E


xe
cu


tiv
e 


su
m


m
ar


y 
an


d 
re


co
m


m
en


da
tio


ns
Co


nc
is


e 
su


m
m


ar
y (


i.e
 2


 p
ag


es
) o


f t
he


 m
ai


n 
is


su
es


 a
nd


 re
co


m
m


en
da


tio
ns


fo
r t


he
 a


tte
nt


io
n 


of
 k


ey
 d


ec
is


io
n 


m
ak


er
s


3.
 R


ev
ie


w 
of


 p
ro


je
ct


 d
es


ig
n/


fin
an


ci
ng


 p
ro


po
sa


l (
re


le
va


nc
e,


 fe
as


ib
ili


ty
an


d 
an


y 
ch


an
ge


s 
re


qu
ire


d 
to


 d
es


ig
n)


(u
p 


to
 1


0 
pa


ge
s)


3.
1 


 P
ol


ic
y a


nd
 p


ro
gr


am
m


e 
co


nt
ex


t, 
in


cl
ud


in
g 


lin
ka


ge
 to


 o
th


er
 o


ng
oi


ng
op


er
at


io
ns


/a
ct


iv
iti


es
3.


2 
 O


bj
ec


tiv
es


 to
 b


e 
ac


hi
ev


ed
 (O


ve
ra


ll 
Ob


je
ct


iv
e,


 p
ur


po
se


, r
es


ul
ts


)
3.


3 
 A


ct
iv


iti
es


3.
4 


 R
es


ou
rc


es
 a


nd
 b


ud
ge


t 
3.


5 
 A


ss
um


pt
io


ns
 a


nd
 ri


sk
s


3.
6 


 M
an


ag
em


en
t a


nd
 c


oo
rd


in
at


io
n 


ar
ra


ng
em


en
ts


3.
7 


 F
in


an
ci


ng
 a


rra
ng


em
en


ts
3.


8 
 M


on
ito


rin
g,


 re
vi


ew
 a


nd
 e


va
lu


at
io


n 
ar


ra
ng


em
en


ts
3.


9 
 K


ey
 Q


ua
lit


y/
Su


st
ai


na
bi


lit
y i


ss
ue


s 
(u


pd
at


e)


4.
 W


or
kp


la
n 


fo
r t


he
 n


ex
t p


er
io


d 
(A


nn
ua


l P
la


n)
4.


1 
 R


es
ul


ts
 to


 b
e 


de
liv


er
ed


 –
 q


ua
nt


ity
, q


ua
lit


y a
nd


 ti
m


e
4.


2 
 A


ct
iv


ity
 s


ch
ed


ul
e 


– 
in


cl
ud


in
g 


an
y k


ey
 m


ile
st


on
es


 a
nd


 le
ad


re
sp


on
si


bi
lit


ie
s


4.
3 


 R
es


ou
rc


e 
sc


he
du


le
 a


nd
 b


ud
ge


t
4.


4 
 U


pd
at


ed
 ri


sk
 m


an
ag


em
en


t p
la


n
4.


5 
 S


pe
ci


al
 a


ct
iv


iti
es


 to
 s


up
po


rt 
su


st
ai


na
bi


lit
y


An
ne


xe
s 


• 
Up


da
te


d 
Lo


gf
ra


m
e 


M
at


rix
• 


M
on


ito
rin


g 
an


d 
Ev


al
ua


tio
n 


Pl
an


, i
nc


lu
di


ng
 re


vi
se


d 
ov


er
al


l t
ar


ge
ts


• 
Up


da
te


d 
An


nu
al


 W
or


kp
la


n 
fo


r f
irs


t y
ea


r
• 


Up
da


te
d 


An
nu


al
 R


es
ou


rc
e 


Sc
he


du
le


 a
nd


 b
ud


ge
t


• 
Ot


he
r


Ta
bl


e 
of


 c
on


te
nt


s 
an


d 
lis


t o
f a


bb
re


vi
at


io
ns


1.
 In


tr
od


uc
tio


n
1 


pa
ge


 th
at


 s
um


m
ar


is
es


 (i
) b


as
ic


 p
ro


je
ct


 d
at


a 
(n


am
e,


 lo
ca


tio
n,


 d
ur


at
io


n,
va


lu
e,


 k
ey


 s
ta


ke
ho


ld
er


s,
 p


ur
po


se
 a


nd
 k


ey
 re


su
lts


, e
tc


) (
ii)


 th
e 


st
at


us
 o


f
th


e 
pr


oj
ec


t a
t t


he
 ti


m
e 


of
 re


po
rti


ng
; a


nd
 (i


i) 
wh


o 
ha


s 
pr


ep
ar


ed
 th


e
re


po
rt,


 w
hy


 a
nd


 h
ow


2.
 E


xe
cu


tiv
e 


su
m


m
ar


y 
an


d 
re


co
m


m
en


da
tio


ns
Co


nc
is


e 
su


m
m


ar
y (


i.e
 2


 p
ag


es
) o


f t
he


 m
ai


n 
is


su
es


 a
nd


re
co


m
m


en
da


tio
ns


 fo
r t


he
 a


tte
nt


io
n 


of
 k


ey
 d


ec
is


io
n 


m
ak


er
s


3.
 R


ev
ie


w 
of


 P
ro


gr
es


s 
an


d 
Pe


rf
or


m
an


ce
 


to
 d


at
e 


(c
om


pa
rin


g 
ag


ai
ns


t p
la


n 
– 


ef
fic


ie
nc


y 
an


d 
ef


fe
ct


iv
en


es
s)


(u
p 


to
 1


0 
pa


ge
s)


3.
1 


 P
ol


ic
y a


nd
 p


ro
gr


am
m


e 
co


nt
ex


t, 
in


cl
ud


in
g 


lin
ka


ge
 to


 o
th


er
 o


ng
oi


ng
op


er
at


io
ns


/a
ct


iv
iti


es
3.


2 
 P


ro
gr


es
s 


to
wa


rd
s 


ac
hi


ev
in


g 
ob


je
ct


iv
es


  
(O


ve
ra


ll 
Ob


je
ct


iv
e,


 p
ur


po
se


, r
es


ul
ts


)
3.


3 
 A


ct
iv


iti
es


 u
nd


er
ta


ke
n


3.
4 


 R
es


ou
rc


es
 a


nd
 b


ud
ge


t u
se


d
3.


5 
 A


ss
um


pt
io


ns
 a


nd
 ri


sk
s 


– 
st


at
us


/u
pd


at
e


3.
6 


 M
an


ag
em


en
t a


nd
 c


oo
rd


in
at


io
n 


ar
ra


ng
em


en
ts


3.
7 


 F
in


an
ci


ng
 a


rra
ng


em
en


ts
3.


8 
 K


ey
 Q


ua
lit


y/
Su


st
ai


na
bi


lit
y i


ss
ue


s


4.
 W


or
kp


la
n 


fo
r t


he
 n


ex
t p


er
io


d 
(A


nn
ua


l P
la


n)
4.


1 
 R


es
ul


ts
 to


 b
e 


de
liv


er
ed


 –
 q


ua
nt


ity
, q


ua
lit


y a
nd


 ti
m


e
4.


2 
 A


ct
iv


ity
 s


ch
ed


ul
e 


– 
in


cl
ud


in
g 


an
y k


ey
 m


ile
st


on
es


 a
nd


 le
ad


re
sp


on
si


bi
lit


ie
s


4.
3 


 R
es


ou
rc


e 
sc


he
du


le
 a


nd
 b


ud
ge


t
4.


4 
 U


pd
at


ed
 ri


sk
 m


an
ag


em
en


t p
la


n
4.


5 
 S


pe
ci


al
 a


ct
iv


iti
es


 to
 s


up
po


rt 
su


st
ai


na
bi


lit
y


An
ne


xe
s 


to
 th


e 
An


nu
al


 P
la


n
• 


Up
da


te
d 


Lo
gf


ra
m


e 
M


at
rix


• 
Su


m
m


ar
y p


er
fo


rm
an


ce
 d


at
a 


(re
su


lts
, m


ile
st


on
es


 a
nd


 e
xp


en
di


tu
re


 –
 fo


r
re


po
rti


ng
 ye


ar
 a


nd
 c


um
ul


at
iv


e 
to


 d
at


e)
• 


Up
da


te
d 


An
nu


al
 W


or
kp


la
n 


fo
r n


ex
t p


er
io


d
• 


Up
da


te
d 


An
nu


al
 R


es
ou


rc
e 


Sc
he


du
le


 a
nd


 b
ud


ge
t f


or
 n


ex
t p


er
io


d
• 


Ot
he


r


Ta
bl


e 
of


 c
on


te
nt


s 
an


d 
lis


t o
f a


bb
re


vi
at


io
ns


1.
 In


tr
od


uc
tio


n
1 


pa
ge


 th
at


 s
um


m
ar


is
es


 (i
) b


as
ic


 p
ro


je
ct


 d
at


a 
(n


am
e,


 lo
ca


tio
n,


 d
ur


at
io


n,
 v


al
ue


, k
ey


st
ak


eh
ol


de
rs


, p
ur


po
se


 a
nd


 k
ey


 re
su


lts
, e


tc
) (


ii)
 th


e 
st


at
us


 o
f t


he
 p


ro
je


ct
 a


t t
he


 ti
m


e 
of


 re
po


rti
ng


; a
nd


 (i
i) 


wh
o 


ha
s 


pr
ep


ar
ed


 th
e 


re
po


rt,
 w


hy
 a


nd
 h


ow


2.
 E


xe
cu


tiv
e 


su
m


m
ar


y 
an


d 
re


co
m


m
en


da
tio


ns
Co


nc
is


e 
su


m
m


ar
y (


i.e
 2


 p
ag


es
) o


f t
he


 m
ai


n 
is


su
es


 a
nd


 re
co


m
m


en
da


tio
ns


 fo
r t


he
at


te
nt


io
n 


of
 k


ey
 d


ec
is


io
n 


m
ak


er
s


3.
 R


ev
ie


w 
of


 P
ro


gr
es


s 
an


d 
Pe


rf
or


m
an


ce
 


at
 c


om
pl


et
io


n 
(c


om
pa


rin
g 


ag
ai


ns
t p


la
n 


– 
ef


fic
ie


nc
y, 


ef
fe


ct
iv


en
es


s 
an


d 
im


pa
ct


)
(u


p 
to


 1
0 


pa
ge


s)
3.


1 
 P


ol
ic


y a
nd


 p
ro


gr
am


m
e 


co
nt


ex
t, 


in
cl


ud
in


g 
lin


ka
ge


 to
 o


th
er


 o
ng


oi
ng


op
er


at
io


ns
/a


ct
iv


iti
es


3.
2 


 O
bj


ec
tiv


es
 a


ch
ie


ve
d 


(O
ve


ra
ll 


Ob
je


ct
iv


e,
 p


ur
po


se
, r


es
ul


ts
)


3.
3 


 A
ct


iv
iti


es
 u


nd
er


ta
ke


n
3.


4 
 R


es
ou


rc
es


 a
nd


 b
ud


ge
t u


se
d


3.
5 


 A
ss


um
pt


io
ns


 a
nd


 ri
sk


s 
– 


st
at


us
/u


pd
at


e
3.


6 
 M


an
ag


em
en


t a
nd


 c
oo


rd
in


at
io


n 
ar


ra
ng


em
en


ts
3.


7 
 F


in
an


ci
ng


 a
rra


ng
em


en
ts


3.
8 


 K
ey


 Q
ua


lit
y/


Su
st


ai
na


bi
lit


y i
ss


ue
s


4.
 L


es
so


ns
 le


ar
ne


d 
4.


1 
 P


ol
ic


y a
nd


 p
ro


gr
am


m
e 


co
nt


ex
t –


 in
cl


ud
in


g 
in


st
itu


tio
na


l c
ap


ac
ity


4.
2 


 P
ro


ce
ss


 o
f p


ro
je


ct
 p


la
nn


in
g/


de
si


gn
4.


3 
 P


ro
je


ct
 s


co
pe


 (o
bj


ec
tiv


es
, r


es
ou


rc
es


, b
ud


ge
t, 


et
c)


4.
4 


 A
ss


um
pt


io
ns


 a
nd


 ri
sk


s
4.


5 
 P


ro
je


ct
 m


an
ag


em
en


t/c
oo


rd
in


at
io


n 
ar


ra
ng


em
en


ts
 a


nd
 s


ta
ke


ho
ld


er
 p


ar
tic


ip
at


io
n


4.
6 


 P
ro


je
ct


 fi
na


nc
in


g 
ar


ra
ng


em
en


ts
4.


7 
 S


us
ta


in
ab


ili
ty


An
ne


xe
s


• 
Up


da
te


d 
Lo


gf
ra


m
e 


M
at


rix
 fr


om
 la


st
 A


nn
ua


l R
ep


or
t


• 
Su


m
m


ar
y p


er
fo


rm
an


ce
 d


at
a 


(p
ur


po
se


, r
es


ul
ts


 a
nd


 e
xp


en
di


tu
re


 –
 c


um
ul


at
iv


e 
to


 d
at


e)
• 


Ot
he


r


In
ce


pt
io


n 
R


ep
or


t 
(F


ir
st


 A
nn


ua
l 


P
la


n)
P


ro
gr


es
s 


R
ep


or
t 


an
d 


A
nn


ua
l 


P
la


n
C


om
pl


et
io


n 
R


ep
or


t







P r o j e c t  C y c l e  M a n a g e m e n t  G u i d e l i n e s


116


E
xa


m
pl


e 
ta


bu
la


r 
re


po
rt


 f
or


m
at


 f
or


 b
as


ic
 n


ar
ra


ti
ve


 r
ep


or
ti


ng
 


on
 p


hy
si


ca
l 


pr
og


re
ss


 _
ba


se
d 


on
 t


he
 L


og
fr


am
e 


st
ru


ct
ur


e


1.
1


In
cr


ea
se


d 
co


ve
ra


ge
 o


f s
ew


er
ag


e 
ne


tw
or


k
No


. o
f h


ou
se


ho
ld


s 
an


d 
fa


ct
or


ie
s 


co
nn


ec
te


d


Et
c


80
0 


ho
us


eh
ol


ds
 a


nd
 1


0 
fa


ct
or


ie
s


40
0 


ho
us


eh
ol


ds
 (5


0%
) h


av
e 


be
en


 c
on


ne
ct


ed
 to


m
ai


ns
 s


ew
er


ag
e 


an
d 


al
l 1


0 
fa


ct
or


ie
s 


(1
00


%
). 


Pr
im


ar
y c


on
st


ra
in


ts
 h


av
e 


be
en


 (i
)


wi
lli


ng
ne


ss
/a


bi
lit


y o
f h


ou
se


ho
ld


s 
to


 p
ay


 th
e


co
nn


ec
tio


n 
fe


e;
 a


nd
 (i


i) 
so


m
e 


de
la


ys
 to


en
gi


ne
er


in
g 


wo
rk


s 
in


 re
si


de
nt


ia
l a


re
as


 d
ue


 to
la


bo
ur


 d
is


pu
te


s.
 


In
ve


st
ig


at
io


n 
re


qu
ire


d 
in


to
 h


ou
se


ho
ld


er
s


ab
ili


ty
/w


ill
in


gn
es


s 
to


 p
ay


.  
To


 b
e 


co
nd


uc
te


d 
as


m
at


te
r o


f u
rg


en
cy


 b
y w


at
er


 b
oa


rd
 a


nd
 lo


ca
l


go
ve


rn
m


en
t. 


La
bo


ur
 d


is
pu


te
s 


re
qu


ire
 a


ct
io


n 
by


m
an


ag
em


en
t o


f c
on


st
ru


ct
io


n 
co


nt
ra


ct
or


.
Co


nt
ra


ct
 p


en
al


ty
 c


la
us


es
 to


 b
e 


ap
pl


ie
d.


R
ef


N
o.


R
es


ul
t 


de
sc


ri
pt


io
n 


an
d 


in
di


ca
to


rs
P


la
nn


ed
 t


ar
ge


t/
ac


hi
ev


em
en


ts
fo


r 
th


e 
re


po
rt


in
g 


pe
ri


od
P


ro
gr


es
s/


is
su


es
A


ct
io


n 
re


qu
ir


ed







7.2.9 CRIS ‘Implementation Report’ format


The main information headings in the Common Relex Information System (CRIS) ‘Implementation Report’
window for projects are:


Sections to be filled first time the operation is registered in CRIS or if context, objectives and envisaged
results are modified during implementation.
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Heading Description of contents


1. Description Describe the project including: (i) overall objective, purpose and results; (ii) main


activities, (iii) location and duration, and (iv) cost and key inputs.  (Maximum 25 lines)


2. Origin, context and Briefly describe the:


key assessments a) rationale/justification for the project, the link with the Commission policy and with the


programming document and any complementarities with other ongoing and planned


initiatives


b) main conclusions arising from the assessment of the project context, namely: (i) link to 


partner policy priorities; (ii) stakeholders’ analysis, including institutional capacity 


assessment; (iii) problem analysis; and (iv) strategy analysis.  (Maximum 30 lines)


Heading Description of contents


3. Summary of project Summarize the main features of the implementation of the project highlighting main


implementation developments, problems encountered solutions given and lessons learned.  (15 lines)


4. Changes in context Summarise changes in the project operating environment/context (positive or negative)


and in the key since the start of the project, which may impact on the project’s relevance and/or 


assessment areas feasibility, mentioning where relevant major developments since the last report. 


Reference should be made to assumptions/risks and to the quality of project 


management, highlighting any implications for modifications to project plans. 


(Maximum 25 lines)


5. Progress in Summarise state of progress since the start of the project towards achieving the project


achieving objectives purpose, delivering results and implementing main activities, mentioning where 


relevant major developments since the last report.  Compare progress against plans 


(using Logframe indicators as appropriate).  Focus on positive achievements and 


prospects for the sustainability of benefits.  (Maximum 25 lines)


6. Financial execution Indicate time elapsed as % of total project duration as well as project contracting


commitments and payment rates.  Briefly review causes of possible deviations from 


plans and if necessary indicate correcting measures.  (Maximum 10 lines)


7. Issues arising and What constraints/problems are currently being faced?  What action has been taken,


action required and by whom, to address these?  What further action is required to support effective 


implementation, by whom and when?  (Maximum 25 lines)


8. Cross-cutting and  What progress is being made in achieving cross-cutting objectives in relation to such


other issues concerns as gender equality, environmental protection and good governance? Other issues


should include references to evaluation, audit or Result Orientated Monitoring reports 


if any.  (Maximum 15 lines)


Sections to be updated regularly (at least every four months).







8.1 Promoting participation and
ownership


Local ownership of development programmes and
projects is a key theme of EC Development policy.
This part of the Guidelines therefore provides a brief
introduction to the concept of ‘participation’ and
briefly profiles key issues associated with supporting
‘ownership’ objectives.  


Participation and ownership are fundamental to
ensuring relevance, effectiveness and sustainability. 


8.1.1 Objectives of participatory approaches


Empowerment


Empowerment is often a key objective of participation
i.e. bringing about a more equitable sharing of power,
increasing the political awareness of disadvantaged
groups, and supporting them in taking actions that
will allow them to take more control of their own
futures.


Capacity building


People learn best by doing things for themselves. 
If people are assisted to plan and manage their 
own affairs the outcomes are more likely to meet 
their real needs.  Building capacity within local
agencies and groups is thus an important objective 
of participatory approaches.  Capacity building is 
also important because it is a precondition for the
sustainability of development initiatives.


Effectiveness


Participation can be a vehicle for increasing the
effectiveness of development projects or programs. 
If people have a genuine stake in a development
activity and are actively involved in decision making,
they are likely to give a greater degree of commit-
ment, and shared objectives are more likely to be met.  


Efficiency


While effectiveness is about the degree to which
stated objectives are met (using whatever means and
inputs that might be required), efficiency incorporates
the additional consideration of cost.  If project
activities can be undertaken in a more timely manner
through a participatory approach, it will contribute to
the improved efficiency of operations.  


8.1.2 Principles


The following dot points highlight key principles of
participatory approaches.


8.1.3 Approach


Participatory approaches emphasise behavioural
principles.  These include:
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• Involving people as subjects not objects


• Respect for local knowledge and skills


• Ensuring influence over development decisions,
not simply involvement


• A learning process as much as an outcome


• An approach and attitude rather than a specific
set of technical skills


• reversing the traditional roles of outside ‘experts’
(a reversal of learning - from extracting to
empowering);


• facilitating local people to undertake their own
analysis (handing over the stick);


• self-critical awareness by facilitators; and 


• the sharing of ideas and information.







Participatory techniques are not just tools.  The partic-
ipatory approach is also a state of mind, an attitude.
It is about having a genuine concern and respect for
the values, skills and needs of others, particularly
those who are least advantaged. 


8.1.4 Intensity of participation


Participation may take on various forms, and occur 
in varying intensities depending on the nature of the
activity and the roles and responsibilities of the
people and groups involved.  Community members or
groups may simply be required to contribute labour 
or some cash inputs, or be represented on a manage-
ment committee, or take on full management and
decision making responsibilities and authority.  


The nature, scale and scope of the project will
influence the level of participation that is practical
and possible, as will a realistic assessment of skills 
and capacity among participating communities 
and groups.  Building such capacity is often a specific
objective of participatory approaches.


Four levels of intensity might be distinguished (they
are not mutually exclusive):


• Information sharing. This is the minimal level of
‘participation’ and often consists of little more
than keeping people informed – i.e a one way
flow of information.  


• Consultation. Consultation means that there is
a two-way flow of information – a dialogue.
However, this dialogue may not necessarily
impact on decision making. 


• Decision making. Participation reaches a higher
level when it involves individuals or groups
(particularly those who are usually excluded) in
actually making decisions.  They have the
authority and responsibility to take action.  


• Initiating action. The highest level of
participation is achieved when people take it on
themselves to initiate new actions.  To do so
indicates a significant level of self-confidence
and empowerment and the establishment of
organisational and management capacity.  
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Active/high-level participation


Passive/low-level participation


• Initiating action


  


 


  







8.1.5 Promoting ownership


Practical ways in which EC staff and their agents can promote ownership of projects by ‘local’ agencies and
individuals might include: 
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Process of project • Use participatory working techniques and respect local
identification and knowledge and skills 
formulation • Ensure local stakeholders take a lead role in the identification and 


formulation stages, including use of local expertise/TA where possible 
• Allow time for consultation and for building consensus – don’t force the


pace
• Promote appropriate cost-sharing arrangements 
• Link into local planning and budgeting calendars 
• Present project proposals and costs using local budget lines/cost 


categories 
• Ensure key documents are presented clearly/concisely and in an 


appropriate language


Project management • Build on/use established project management or coordination 
arrangements structures rather than establishing separate or parallel structures


• Ensure local partners have a lead role in decision making, including as 
part of management/coordination committee structures


• If there is EC funded TA, make it clear how they are to be locally 
accountable 


Project financing • Channel funds through appropriate local financial management and
arrangements accounting systems


• Decentralise the responsibility and authority for use of funds 
to local partners 


• Establish clear local accountabilities
• Keep financing arrangements as simple as possible


Project monitoring and • Build on local information collection, recording and reporting systems
reporting requirements • Prioritise the information needs of local managers who are ‘on the 


ground’ 
• Promote monitoring as a learning process, not an ‘auditing’ tool
• Keep reporting requirements to a necessary minimum 
• Ensure the burden of reporting is realistic and reasonable 


Project evaluation • Prepare the TOR for evaluation studies jointly with partners 
• Plan joint/collaborative evaluations which involve team members from 


partner agencies







8.2 Facilitation skills41


There are many dimensions to development work.
One critical element is the extent to which ‘outsiders’
(whether EC staff, consultants, International NGO’s
or local partner government officials) can effectively
facilitate learning and understanding among the
people they are working with. 


This section of the Guidelines provides a brief
overview of some principles of adult learning and a
checklist of key things to consider when planning and
managing workshops or small-scale training events.  


8.2.1 How we learn and what we remember


Much of what we learn is not an outcome of formal
teaching.  Instead it comes from a process of self-
development and through experience.


We learn:


We remember:


This implies that we must use visual aides as part of
any learning activity and  give people the chance to
articulate and act on what they have learned.  


8.2.2 Adult learning 


• Adults are voluntary learners.  They perform best
when they have decided to attend the training
for a particular reason.  They have a right to
know why a topic or session is important to
them.


• Adults have usually come with an intention to
learn.  If this motivation is not supported,
however, they will switch off or stop coming.


• Adults have experience and can help each other
to learn.


• Adults learn best in an atmosphere of active
involvement and participation.


• Adults learn best when it is clear that the context
of the training is close to their own tasks or jobs.
Adults are best taught with a real-world
approach.


• All learning is best done through active
involvement.  The process of learning often
matters more than the actual subject.


To encourage learning among adult trainees/
workshop participants:
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41 This material is drawn from ‘Bridging the Gap: A guide to monitoring and evaluating development projects’, by Bernard Broughton and Jonathan
Hampshire (published by ACFOA, 1997).  Some materials were originally sourced (with permission) from ‘Participatory Learning and Action – A Trainers
Guide (Pretty et al), published by the IIED, London, 1995.


- 1% through taste


- 2% through touch


- 3% through smell


- 11% through hearing


- 83% through sight


- 10% of what we read


- 20% of what we hear


- 30% of what we see


- 50% of what we see and hear


- 80% of what we say


- 90% of what we say and do


• Ensure that they feel necessary, involved or
important. This gives them the motivation
which is necessary for learning to take place.


• Communicate clearly what the training program
will entail.  They must be convinced that it will 
be relevant, and that specific skills learnt will 
fulfil needs.


• Ensure that there are plenty of practical
exercises. As they are ‘doing’, self confidence
increases and they able to adapt what they are
learning to their own circumstances.


• Respect and encourage individuality since people
learn at different rates and have different styles.


• Continue to relate new material to information
and skills which they already know.







8.2.3 What makes a good participatory
trainer/facilitator


• a warm personality, with an ability to show
approval and acceptance of trainees


• social skill, with an ability to bring the group
together and control it without damaging it


• a manner of teaching which generates and uses
the ideas and skills of the participants


• organising ability, so that resources are booked
and logistical arrangements smoothly handled


• skill in noticing and resolving participants’
problems


• enthusiasm for the subject and capacity to put it
across in an interesting way


• flexibility in responding to participants’
changing needs


• knowledge of the subject matter


8.2.4 Workshop Preparation


The following section discusses the role of the trainer/
facilitator and some ways to plan for your workshop. 


Basic preparations


Before you begin you must be clear about the
objectives of your assignment:


• Why are you training/facilitating


• Who is your target group


• What is the primary topic content you are
hoping to communicate


Workshop purpose


A workshop may have a number of different purposes,
such as:


• To change behaviour


• To persuade people


• To inform


• To stimulate thought


• To motivate for action 


The purpose will shape the way you conduct the
workshop and what information you present.


Training/workshop objectives


It is important to set objectives for the training or
workshop activity so that facilitators/trainers and the
participants do not lose sight of what they are doing
and where they aim to end up.  


In setting objectives it is useful to establish general
and specific objectives.


• General objectives usually describe the outcome
you expect after training is completed e.g. to
improve the quality of project monitoring reports
being prepared by field staff.  Such objectives are
difficult to evaluate however, particularly during
the workshop or training activity (as the results
will not be seen until later).


• It is therefore useful to have a set of more specific
objectives related to what participants are expected
to learn/achieve during the training.  What specific
new skills do you hope participants will have?
Examples might include such things as “Trainees
will be able to complete the required monthly
monitoring format”, “Participants will be able to
design and conduct a farmer survey on technology
adoption rates” or “Trainees will be able to
prepare quarterly work programmes and budgets”.
These types of objectives can be assessed more
easily by both participants and outsiders. 


Knowing the participants


If you are going to facilitate a workshop or run a short
training activity you need to find out at the earliest
opportunity: 


• How many people will be present?


• Why they are attending; is it their own choice or
have they been told to come?


• What are their hopes and expectations?


• What are their fears and concerns?


• What range of experience, age, gender and status
is likely to be represented?


• Is there any major conflict among the group
which is likely to disrupt proceedings?


• What prior knowledge might they have about
the subject matter being presented?
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These questions can help you determine the sort of
program you will prepare and the training materials
and teaching aids you will select.  However, in prac-
tice it will often only be possible to answer many of
these questions once the training activity has started.  


Timing and duration 


When planning a workshop or training session, it is
important to consider the following points:


• what are the overall time constraints?  Who has
set these?


• select appropriate start and finish times for each
day’s work through consultation with colleagues,
counterparts or participants


• make allowance for the fact that you may have
to start later than you originally planned.  If you
are prepared for this eventuality you will be more
relaxed when the workshop does kick off  


• keep verbal presentations or lecture style sessions
to no more than 30 minutes at any one time _


then incorporate an activity which requires
active participation


• be flexible with the duration of individual
sessions depending on the response of
participants, while remembering that overall
time constraints still apply.  


• if participants are restless or sleepy _ change the
pace with an energising activity


Training venue, furniture and equipment


The choice of venue can influence the success or
otherwise of the workshop.  You may have little
choice in the matter, but it remains important that
you try and visit the venue at least one day prior to
the workshop commencing, or if this is not possible,
make sure you allow at least and hour or two for
setting up the venue on the day the training starts.  


Key considerations include:


• light, ventilation  and acoustics


• space for group work


• availability of chairs and tables


• wall space for displays


• availability of white or black boards


• availability of photocopying facilities on site or
nearby


• proximity to potential distractions (e.g. phone,
offices, busy roads, pubs)


• access for participants (e.g. is it difficult to get
to?) 


• toilet facilities for men and women


The nature of the workshop and the available budget
will strongly influence what is both desirable and
feasible.


Seating arrangements 


Seating arrangements will influence the way in which
participants and the trainer/facilitators interact.
There are a number of possible options.  Selecting the
most appropriate options will depend on:


• the training methods you plan to use
(particularly the amount of group work)


• the size and layout of the venue


• the number of participants


• the background and expectations of the
participants


Try to avoid the traditional schoolroom approach
(lines of chairs and desks all facing the front) unless
the workshop is to be almost exclusively lecture based.
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Training materials


The type of training materials you will require will
depend on the nature of the workshop and the
participants attending.  Some general tips are given
below for workshops delivered to participants who
can read and write:


• have all written and visual materials prepared
well in advance _ including copies that you are
going to hand out.  Assume that the photocopier
will play its usual tricks!


• if you are using overhead transparencies, make
paper copies for each participant so that they can
use these as a reference and make additional
notes directly on to these sheets


• make sure that the text in transparencies is
produced in a large enough font so that all
participants can easily read them


• find out well in advance whether or not you can
purchase the required materials locally.  If there
is any doubt, take adequate supplies with you


• if you are recording participant responses to


questions/issues raised during the workshop - 


record these on butchers paper or cards rather


than on a white/black board.  Then they won’t


get erased once the board is full


• spend time organising and laying out any
handouts before the workshop starts so that you
can access them quickly as you need them


• don’t provide too much reading material during
workshop sessions.  This can overload the
participants and distract them from engaging in
more participatory activities


If you are conducting a workshop in a village setting
with participants who do not necessarily read and
write, material requirements will differ considerably
from those required for classroom based workshops.  


Detailed session plans


Each main workshop session should be planned in
some detail.  A session planning format is a useful tool
for ensuring that this task is undertaken systemati-
cally.  An example is shown below.
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Session 1.4 Stakeholder analysis


Responsibility J. Hampshire & Duck Mingam 


Time/Duration 9.40 - 10.40 60 minutes


Purpose To identify the main groups with rights over, or interests in, the use of the land
covered by the Mount Pierre pastoral lease


Topics • Want to clarify who is involved.  This is an important starting point in
understanding the issues and then developing a plan to deal with them


• Two main groups of interests _ Aboriginal and ‘outsider’


• Who are the main families with rights over the land covered by the Mount
Pierre lease, including the Mimbi caves are?


• How many people in each family (roughly?)


• Who are the main outside interests?  e.g. government or business 


• What are their main interests?  What do they want?


• Which of these outside groups are the main players?  e.g. causing most
‘humbug’


• Once the profile is developed and recorded, emphasise the importance of
developing an understanding of the other interest groups so that one can
negotiate from a well-informed position


Lead into next session _ lets now look specifically at the interests/objectives of
the workshop participants (the Traditional Owners). 


Method Brief verbal presentation to explain purpose of session and how it will be run.
Then ask participants the relevant questions about stakeholders.  Record ideas on
white board or cards


Sort and comment on ideas.  Encourage reflection and new ideas from
participants.  Re-read what has been recorded a number of times to ensure
people are reminded of what has been said (particularly for those who don’t
read).


Materials & Handouts White board and/or cards, pens & blutak







9.1 Purpose


Terms of reference (TOR) should provide a clear 
description of:


1. the rationale for undertaking an assignment or
study


2. the expected methodology and workplan
(activities), including timing and duration


3. the anticipated resource requirements, particularly
in terms of personnel; and


4. reporting requirements


TOR can be a key contractual document against which
the performance of contractors, consultants, EC staff
members and/or other stakeholders can be judged.  


9.2 Using TOR in the project cycle


The EC uses TOR throughout the project cycle to 
help specify the work it wants to carry out or support.
When EC funds are being used, TOR are usually
required for:


• Pre-feasibility studies


• Feasibility and design studies


• Appraisal/quality support missions 


• Implementation contracts


• Monitoring and review missions/contracts


• Evaluation studies


• Other technical advisory/support work required
at any stage of the project cycle


• Audits (see EuropeAID’s Intranet pages on ‘Audit
of External Operations’ for standard TOR
formats)


9.3 Format and content of TOR


While the exact content of TOR will clearly vary
depending on the scope of the project and the
assignment in question, a generic format is suggested,
namely:


1. Background to the assignment


2. Study/mission objectives 


3. Issues to be studied


4. Methodology


5. Expertise required


6. Reporting requirements


7. Workplan and timetable


A brief description of the type of information that
might be contained in a TOR is provided in the
following sub-sections.  This is provided for guidance
only and does not aim to imply that all the issues
listed need to be considered by every study team/
mission, or that the work necessarily needs to be
contracted out.  


9.3.1 Background to the assignment


This section should provide an overview of the
history behind the assignment and its rationale. 
It should clearly establish why the assignment is 
being carried out and relate it to the wider policy or
programming context.  


This section could vary in length from a few para-
graphs to one or two pages, and should generally:


• Place the assignment in the context of the EC’s
Country Strategy Paper and National Indicative
Programme, and the Partner Government’s
policy and programme priorities


• State the role of the partner government/other
local stakeholders in undertaking the assignment
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• Provide a brief history of the project to date.
This should allow the reader to understand what
important prior work has been carried out (and
by whom), what formal approvals/agreements
have been reached, and the current ‘status’ of the
project in the project cycle. 


9.3.2 Study objectives 


The purpose of the section is to clearly and concisely
state what the assignment is expected to achieve, and
who the target audience is.  


Some generic examples of study objectives at different
stages of the project cycle are shown below:  
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Type of mission/study Generic objectives


Pre-feasibility study Objective: To provide decision makers in the […………] Government and
(at Identification) the European Commission with sufficient information to justify the


acceptance, modification or rejection of the proposed project idea, and
determine the scope of follow-up planning work (i.e. a feasibility/design
study).  


Feasibility/design study Objective: To provide decision makers in the […………] Government and
(at Formulation) the European Commission with sufficient information to justify the


acceptance, modification or rejection of the project proposal, and if
deemed feasible, adequate information on which to proceed to
concluding a financing agreement. 


External monitoring Objective: To provide decision makers in the […………] Government and 
missions and the European Commission with sufficient information to make an
mid-term reviews informed judgment about the performance of the project (its efficiency


and effectiveness), and decisions about any required changes to project
scope (such as objectives, duration, financing, management arrangements
etc).  


Evaluations Objective: To provide decision makers in the […………] Government and
the European Commission with sufficient information to make an
informed judgment about the past performance of the project (its
efficiency, effectiveness and impact), to document lessons learned and to
provide practical recommendations for follow-up action.  


Audits Objective: To provide decision makers in the European Commission with 
assurance on:


• The legality and regularity of project expenditure and income i.e.
compliance with laws and regulations and with applicable contractual
rules and criteria;


• Whether project funds have been used efficiently and economically i.e.
in accordance with sound financial management; and


• Whether project funds have been used effectively i.e. for purposes
intended.







9.3.3 Issues that might be included in a study/mission TOR
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Type of mission/study Key issues to be studied


Pre-feasibility study At this stage the following issues could be included for study/assessment: 


✓ assess the proposed project’s coherence with the EC’s Country Strategy
Paper and National Indicative Programme 


✓ assess the proposed project’s coherence with the Partner Government’s
development policy and sector policies and expenditure plans


✓ identify key stakeholders and target groups (including gender analysis
and analysis of other vulnerable groups), and assess institutional
capacity issues and degree of local ownership


✓ identify the key problems to be addressed and development
opportunities, and prepare a preliminary problem analysis


✓ identify lessons learned from past experience and analyse the proposed
project’s coherence with current/ongoing initiatives


✓ analyse and as appropriate re-formulate preliminary project objectives
and proposed implementation strategy


✓ analyse and as appropriate formulate proposed
management/coordination arrangements


✓ analyse and document sustainability issues – including the likely
financial and economic sustainability of the proposed measure


✓ analyse and document cross-cutting issues – including gender,
environment and human rights implications (including the human
rights of disabled people)


✓ analyse and document likely resource/cost implications


✓ prepare a draft Logframe matrix (as appropriate); and


✓ highlight areas requiring further analysis and provide clear
recommendations on next steps (including TOR for a Feasibility/Design
Study)


Feasibility/design Building on the work of any previous studies, the following issues could
study during Formulation be further assessed/analysed:


✓ analyse the proposed project’s coherence with the EC’s Country Strategy
Paper and National Indicative Programme


✓ anlayse the proposed project’s coherence with the Partner Government’s
development policy and sector policies and expenditure plans


✓ identify key stakeholders and target groups (including gender analysis
and analysis of vulnerable groups such as the disabled), institutional
capacity issues and degree of local ownership


✓ prepare a clear and appropriately structured problem analysis


✓ Analyse lessons learned from past experience and ensure coherence
with current/ongoing initiatives


✓ Provide a clear analysis of strategy options and justification for the
recommended implementation strategy


at Identification
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Type of mission/study Key issues to be studied


Feasibility/design ✓ Provide a set of clear and logically coherent project objectives (Goal,
study during Formulation purpose, outputs) and a set of indicative activities for delivering each 
(continued) project output


✓ Provide a Logframe matrix with supporting activity and resource/cost
schedules


✓ Provide a description of the proposed performance measurement
(monitoring, review and evaluation) and accountability system


✓ Provide a description of the proposed management/coordination
arrangements, which demonstrates how institutional strengthening and
local ownership will be effectively supported


✓ Provide an analysis of assumptions/risks, and a risk management plan


✓ Provide an analysis of sustainability issues – including the financial and
economic sustainability of the proposed measure, environmental
impact, benefits to both women and men and the use of appropriate
technology


✓ Prepare Terms of Reference for any consultants/TA to be involved in
project implementation


✓ Prepare any other documents as may be required for supporting the
preparation/conclusion of a Financing Agreement 


External monitoring The study/mission could be asked to deliver an assessment of some
missions and or all of the following issues:


✓ the extent to which the project is/remains consistent with, and
supportive of, the policy and programme framework within which the
project is placed


✓ stakeholder participation in the management/implementation of the
project, and the level of local ownership


✓ project performance with respect to efficiency (input delivery, cost
control and activity management) and effectiveness (delivery of outputs
and progress towards achieving the purpose).  Comparison should be
made against what was planned.  Gender issues should be specifically
monitored. 


✓ project management and coordination arrangements, and the extent to
which timely and appropriate decisions are being made to support
effective implementation and problem resolution


✓ the quality of operational work planning, budgeting and risk
management


✓ the quality of information management and reporting, and the extent
to which key stakeholders are kept adequately informed of project
activities (including beneficiaries/target groups)


mid-term reviews
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42 Reference should also be made to ‘A Guide to the Evaluation Procedures and Structures in the Commission’s External Co-operation Programmes’,
Evaluation Unit, March 2001, from which these key issues are drawn.


Type of mission/study Key issues to be studied


External monitoring ✓ the prospects for sustainability of benefits – including (as appropriate)
missions and financial viability/recurrent cost financing, equipment/asset
mid-term reviews maintenance, institutional capacity building and local ownership, 
(continued) environmental impact, social acceptability, etc.  


Based on these assessments, the study team would be expected to provide:


✓ Recommendations for any required change/modification to project
scope (including objectives, management arrangements, financing, etc)
in order to support effective implementation and the delivery of a
sustainable benefit stream. 


Completion and The study/mission could incorporate an assessment of the following key
Ex-Post Evaluations42 issues:


Relevance


The analysis of relevance would focus on the extent to which the design 
effectively/appropriately: 


✓ analysed the project’s coherence with the EC’s Country Strategy Paper
and National Indicative Programme


✓ anlaysed the project’s coherence with the Partner Government’s
development policy and sector policies


✓ identified key stakeholders and target groups (including gender analysis
and analysis of vulnerable groups such as the disabled), assessed
institutional capacity issues and effectively promoted local ownership


✓ clearly and accurately identified real problems 


✓ analysed lessons learned from past experience and ensured coherence
with current/ongoing initiatives


✓ provided a clear analysis of strategy options and justified the
recommended implementation strategy


✓ established a clear and logically coherent set of project objectives (Goal,
purpose, outputs) and a set of indicative activities for delivering each
project output


✓ developed a clear and useful Logframe matrix with supporting activity
and resource/cost schedules


✓ analysed assumptions/risks


✓ established appropriate management and coordination arrangements


✓ established appropriate and effective monitoring and evaluation
systems


✓ Provided an analysis of sustainability issues – including the financial
and economic sustainability of the proposed measure, environmental
impact, benefits to both women and men and the use of appropriate
technology
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Type of mission/study Key issues to be studied


Completion and Ex-Post Efficiency
Evaluations (continued) The efficiency criterion concerns how well the various activities


transformed the available resources into the intended outputs (sometimes 
referred to as results), in terms of quantity, quality and timeliness.


The assessment of Efficiency would therefore focus on such issues as:-


✓ the quality of day-to-day management, for example in (i) management
of the budget (including whether an inadequate budget was a factor); 
(ii) management of personnel, information, property, etc, (iii) whether
management of risk was adequate, i.e. whether flexibility was
demonstrated in response to changes in circumstances; (iv) relations/co-
ordination with local authorities, institutions, beneficiaries, other
donors; (v) respect for deadlines. 


✓ costs and value-for-money: how far the costs of the project were
justified by the benefits _ whether or not expressed in monetary terms _


in comparison with similar projects or known alternative approaches,
taking account of contextual differences; 


✓ partner country contributions from local institutions and government
(e.g offices, experts, reports,. tax exemption, as set out in the LogFrame
resource schedule), target beneficiaries and other local parties: were they
provided as planned, could re-allocation of responsibilities have
improved performance, were communications good?


✓ Commission HQ/Delegation inputs (e.g. procurement, training,
contracting, either direct or via consultants/bureaux): key questions as
for local/government inputs (above);


✓ technical assistance: how well did it help to provide appropriate
solutions and develop local capacities to define and produce results?


✓ quality of monitoring: its existence (or not), accuracy and flexibility,
and the use made of it; adequacy of baseline information; 


✓ did any unplanned outputs arise from the activities?


Effectiveness


The effectiveness criterion, in LogFrame terminology, concerns how far 
the project’s outputs were used, and the project purpose realized.  


The analysis of Effectiveness would therefore focus on such issues as:


✓ whether the planned benefits have been delivered and received, as
perceived by all key stakeholders (including women and men and
specific vulnerable groups such as the disabled)


✓ in institutional reform projects, whether behavioural patterns have
changed in the beneficiary organisations or groups at various levels; and
how far the changed institutional arrangements and characteristics have
produced the planned improvements (e.g. in  communications,
productivity, ability to generate actions which lead to economic and
social development);
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Type of mission/study Key issues to be studied


Completion and Ex-Post ✓ if the assumptions and risk assessments at results level turned out to be
Evaluations (continued) inadequate or invalid, or unforeseen external factors intervened, how 


flexibly management adapted to ensure that the results would still 
achieve the purpose; and how well it was supported in this by key 
stakeholders including Government, Commission (HQ and locally), etc.


✓ whether the balance of responsibilities between the various stakeholders
was appropriate, which accompanying measures were or should have
been taken by the partner authorities, and with what consequences;


✓ how unplanned results may have affected the benefits received;


✓ whether any shortcomings at this level were due to a failure to take
account of cross-cutting or over-arching issues such as gender,
environment and poverty during implementation.


Impact


The term impact, sometimes referred to as outcome, denotes the
relationship between the project’s purpose and goal, that is the extent to
which the benefits received by the target beneficiaries had a wider overall
effect on larger numbers of people in the sector or region or in the
country as a whole..


At Impact level the analysis generally examines such aspects as:


✓ to what extent the planned goal have been achieved, and how far that
was directly due to the project;


✓ in institutional reform projects, how far enhanced economic and social
development resulted from improved institutional capabilities and
communications;


✓ in infrastructure-type projects, how far did they also enhance economic
and social development beyond the level of their immediate users?


✓ if there were unplanned impacts, how they affected the overall impact;


✓ where appropriate, all gender-related, environmental and poverty-
related impacts were achieved; and


✓ how the economic effects were spread between economic growth,
salaries and wages, foreign exchange, and budget, and how this relates
to the project’s overall objectives.


Sustainability


The fifth criterion, sustainability, relates to whether the positive outcomes
of the project at purpose level are likely to continue after external funding
ends.


An analysis of sustainability would therefore focus on such issues as:


✓ ownership of objectives and achievements, e.g. how far all
stakeholders were consulted on the objectives from the outset, and
whether they agreed with them and remained in agreement throughout
the duration of the project;
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Type of mission/study Key issues to be studied


Completion and Ex-Post ✓ policy support and the responsibility of the beneficiary institutions,
Evaluations (continued) e.g. how far donor policy and national policy corresponded, and the 


effects of any policy changes;  how far the relevant national, sectoral 
and budgetary policies and priorities affected the project positively or 
adversely;  and the level of support from governmental, public, business
and civil society organizations.


✓ institutional capacity, e.g. the degree of commitment of all parties
involved, such as Government (e.g. through policy and budgetary
support) and counterpart institutions; the extent to which the project is
embedded in local institutional structures; if it involved creating a new
institution, how far good relations with existing institutions were
established; whether the institution appears likely to be capable of
continuing the flow of benefits after the project ends (is it well-led,
with adequate and trained staff, sufficient budget and equipment?);
whether counterparts were properly prepared for taking over,
technically, financially and managerially;


✓ the adequacy of the project budget for its purpose;


✓ socio-cultural factors, e.g. whether the project is in tune with local
perceptions of needs and of ways of producing and sharing benefits;
whether it respects local power-structures, status systems and beliefs,
and if it seeks to change any of those, how well-accepted are the
changes both by the target group and by others; how well it was based
on an analysis of such factors, including target group/ beneficiary
participation in design and implementation; and the quality of
relations between the external project staff and local communities.


✓ financial sustainability, e.g. whether the products or services provided
were affordable for the intended beneficiaries and remained so after
funding ended; whether enough funds were available to cover all costs
(including recurrent costs), and continued to do so after funding ended;
and economic sustainability, i.e. how well the benefits (returns)
compared to those on similar undertakings once market distortions are
eliminated.


✓ technical (technology) issues, e.g. whether (i) the technology,
knowledge, process or service provided fits in with existing needs,
culture, traditions, skills or knowledge; (ii) alternative technologies were
considered, where there was a choice; and (iii) the intended
beneficiaries were able to adapt to and maintain the technology
acquired without further assistance.


✓ wherever relevant, cross-cutting issues such as gender equity,
environmental impact and good governance; were appropriately
accounted for and managed from the outset of the project.
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9.3.4 Methodology


The section on methodology should describe how the
study/mission will be carried out, including the main
methods to be used to collect, analyse, record and
report information. 


This section should therefore include a description of:


• Main phases in the study (i.e. preparatory
activities, field work, analysis, report drafting,
feedback, editing, report finalisation)


• How stakeholders will be involved and
participation promoted, including specific target
groups (such as women, the poor and other
vulnerable groups such as the disabled)


• The location and duration of study activities


• The data/information collection tools that will be
used, including any planned surveys,
questionnaires, field observations, reference to
administrative records and management reports,
key interviews, etc. 


• How data will be analysed and recorded; and


• How and when specific reports will be produced


9.3.5 Expertise required


The purpose of this section is to specify the profes-
sional requirements of the individual and/or team
who will undertake the assignment. 


There are two broad approached to establishing the
required expertise: 


• A skills or attributes based approach in the which
the skills and other qualities of the whole team
are specified, but not the exact number of team
members or specific composition of the team;
and


• A duties approach in which individual team
members are identified by title, and specific
duties specified for each of them.


The attributes approach may be preferred when the
outputs of the mission can be clearly specified and the
intention is to contract a team to undertake the task.
This then allows tenderers to be innovative in putting
forward a proposed team, methodology, workplan
and budget.  


However, if the outputs of the mission cannot be
adequately specified (but specific tasks can), or if the
contracting authority wishes to maintain more
control over the inputs they are ‘buying’ – then a
duties based approach may be preferred.  The duties
based approach would generally specify:


• The exact number of team members and the
their required qualifications, experience and
other attributes;


• The period of engagement of each team member


• The exact duties and responsibilities of each team
member; and


• The relationship between the each team member,
including team leadership roles.


9.3.6 Reporting requirements


This section of the TOR should clearly specify the
reporting requirements, and might include details of:


• The table of contents for the required report (i.e
for a feasibility/design study or an evaluation
report), including annexes 


• The anticipated length of the report


• The language to be used


• The format or font to be used


• The computer software programmes to be used


• The submission date(s) for drafts and final copies


• To whom the report(s) should be submitted


• The number of copies to be produced, and
whether in hard copy/and or electronic copy
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• Whether or not a (face to face) presentation of
the contents of the report is required, when and
to who


• Responsibilities for report production and
presentation


Reference might also be included to other EC
Guidelines, such as the PCM Guidelines, Sector
Program Guidelines, Guide to Evaluation Procedures,
etc, where these provide further guidance with
respect to report formats or other reporting
requirements. 


9.3.7 Work plan and time-schedule


This section should provide a summary of the
anticipated work plan and time-schedule, based on
an analysis of the issues to be studied, the proposed
method and the reporting requirements.  This is best
presented in the form of an activity schedule/Gantt
chart. 


The workplan may be presented in more or less
detail, depending on whether or not the contracting
authority has a clear idea of how the study should be
carried out, and to what extent they want bidders to
propose their own methodology, team composition
and/or workplan.  
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Action Programme A general term used to describe the contents of a Financing Proposal
which presents a programme/package of projects for financing approval at
the end of the Identification stage of the project cycle.  


Activities In the context of the Logframe Matrix, these are the actions (tasks) that
have to be taken to produce results. 


Activity Schedule A Gantt chart, a graphic representation similar to a bar chart, setting out
the timing, sequence and duration of project Activities. It can also be used
to identify milestones for monitoring progress, and to assign responsibility
for achievement of milestones.


Analysis of Objectives Identification and verification of future desired benefits to which the
beneficiaries and target groups attach priority. The product of an analysis
of objectives is the objective tree/hierarchy of objectives.


Analysis of Strategies Critical assessment of the alternative ways of achieving objectives, and
selection of a set of ‘feasible’ objective clusters for inclusion in the
proposed project.


Appraisal Analysis of a proposed project to determine its merit and acceptability in
accordance with established quality criteria.  In the context of the EC’s
Project Cycle, appraisal is carried out both during project identification
and formulation, prior to the submission of a Financing Proposal.  At
Headquarters level, appraisal should generally involve input from the
Quality Support Group.  


Assumptions External factors which could affect the progress or success of the project,
but over which the project manager has no direct control. They form the
4th column of the Logframe, and are formulated in a positive way, e.g.:
“Reform of penal procedures successfully implemented”.  If formulated as
negative statements, assumptions become ‘risks’. 


Audit The objective of an audit (i.e. an assurance engagement) is for an auditor
to evaluate or measure a subject that is the responsibility of another party
against identified suitable criteria, and to express a conclusion (i.e.
opinion) that provides the intended user with a level of assurance about
that subject.  In other words: auditing is measuring facts against criteria
and reporting a conclusion.


Bar Chart See “Gantt Chart”.


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


(a) Target group(s): the group/entity who will be immediately positively
affected by the project at the Project Purpose level;


ATTACHMENTS
A1 - Glossary of key terms


Term Description
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(b) Final beneficiaries: those who benefit from the project 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, or “consumers” due to
improved agricultural production and marketing.


Budgetary aid Budgetary aid is a resource transfer from the donor directly to the partner
government (into the consolidated account).  The resources can be either
non-targeted or targeted.  Targeted budget aid requires that resources only
be used for specific lines of the national budget (such as supply of
medicines, building of schools, provision of educational supplies, etc).  


Commission The European Commission. 


Commitment A commitment is a formal decision taken by the Commission to set aside
a certain amount of money for a particular purpose. No expenditure can
be incurred in excess of the authorised commitment.


Contractor The public or private organisation, consortium or individual with whom
the contracting authority enters into a contract. The firm, individual or
consortium to which a contract is awarded.


Costs Costs are the translation into financial terms of all the identified resources 
(“Means”).


Cost-benefit analysis Cost-benefit analysis involves the valuation of the flow of the project’s
costs and benefits over time to determine the project’s return on
investment.  A comparison is made between the situation ‘with’ and
‘without’ the project to determine the net benefit of the project.  


Cost effectiveness analysis Cost-effectiveness analysis is used to choose between variants of a project
or between alternative projects whose purpose or results are identical or
comparable.  It allows a decision to be made as to the most effective way
to deliver an established set of benefits which are not easily valued in
monetary terms (i.e for non-tangible products).  


Country Strategy Papers Country Strategy Papers (CSPs) are an instrument for guiding, managing
and reviewing EC assistance programmes. The purpose of CSPs is to
provide a framework for EU assistance programmes based on EU/EC
objectives, the Partner Country government policy agenda, an analysis of
the partner country’s situation, and the activities of other major partners.
CSPs are drawn up for all ACP, MEDA (except Cyprus, Malta and Turkey)
and ALA countries.


Country Support Strategy Term used as a synonym for Country Strategy Papers (CSP).


DAC Development Assistance Committee of the OECD (Organisation for
Economic Co-operation and Development).


Term Description
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Delegation The diplomatic office representing the European Commission accredited
to countries or international institutions at the level of an Embassy. The
Head of Delegation is often called Delegate or Ambassador.


Development Indicators The OECD, the United Nations and the World Bank have agreed to focus
on a series of key goals in partnership with developing countries. These
goals have been endorsed by major international conferences. A system
for tracking progress has also been agreed. A core set of indicators will be
used _ at a global level _ to monitor performance and adjust development
strategies as required. In terms of development policy, the following
terminology is applied for indicators:


• Input indicators measure the financial, administrative and regulatory
resources provided by the Government and donors. It is necessary to
establish a link between the resources used and the results achieved in
order to assess the efficiency of the actions carried out. E.g.: Share of the
budget devoted to education expenditure, abolition of compulsory school
uniforms


• Output indicators measure the immediate and concrete consequences of
the measures taken and resources used: E.g.: Number of schools built,
number of teachers trained. In the EC’s Logframe structure these ‘outputs’
are referred to as ‘results’.  


• Outcome indicators measure the results in terms of target group benefits.
E.g.: school enrolment, percentage of girls among the children entering in first
year of primary school


• Impact indicators measure the long-term consequences of the outcomes.
They measure the general objectives in terms of national development
and poverty reduction. E.g.: Literacy rates


Economic analysis Economic analysis assesses projects from the view of society as a whole
(the national economy).  Costs are defined as economic resources lost by
the national economy (foreign currency losses), while benefits are defined
as the new incomes distributed to domestic entities (i.e contribution to
the growth of the economy), to which may be added increases in
domestic consumption. 


Effectiveness The contribution made by the project’s results to the achievement of the
project purpose


Efficiency The fact that the results were obtained at reasonable cost, i.e. how well
means and activities were converted into results, and the quality of the
results achieved.


European Commission The executive arm of the European Union.  It initiates European Union
policy and implements programmes and policies established by the EU
legislative and budgetary authorities.


Term Description







S e c t i o n  1 0 :  G l o s s a r y  o f  k e y  t e r m s


139


Evaluation A periodic assessment of the efficiency, effectiveness, impact,
sustainability and relevance of a project in the context of stated
objectives. It is usually undertaken as an independent examination with a
view to drawing lessons that may guide future decision-making.


Evaluation Phase The sixth and final phase of the project cycle during which the project is
examined against its objectives, and lessons are used to influence future
actions.


Feasibility Addresses the issue whether the project objectives can really be achieved. 


Feasibility Study A feasibility study, conducted during the Formulation phase, verifies
whether the proposed project is well-founded, and is likely to meet the
needs of its intended target groups/ beneficiaries. The study should design
the project in full operational detail, taking account of all policy,
technical, economic, financial, institutional, management, environmental,
socio-cultural, and gender-related aspects. The study will provide the
European Commission and partner government with sufficient
information to justify acceptance, modification or rejection of the
proposed project for financing.


Financial Analysis Financial analysis involves comparison of the actual costs of the project
(operating and investment expenses) with the benefits of the project
(revenues generated).  


Financing Agreement/ The document signed between the European Commission and the partner
Memorandum country or countries subsequent to a financing decision. It includes a


description of the particular project or programme to be funded. It
represents the formal commitment of the European Union and the
partner country to finance the measures described.


Financing Memorandum See “Financing Agreement”.


Financing Phase The fourth phase of the project cycle during which projects are approved
for financing.


Financing Proposal Financing proposals are draft documents, submitted by the Commission’s
services to the relevant Financing Committee for opinion and to the
Commission for decision. They describe the general background, nature,
scope and objectives and modalities of measures proposed and indicate
the funding foreseen. After having received the favourable opinion of the
Financing Committee, they are the subject of the Commission’s
subsequent financing decision and of the Financing Agreement which is
signed with the respective partner country.


Term Description
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Formulation Phase The formulation phase is the 3rd stage of the project cycle.  The primary
purpose of this phase is to: (i) confirm the relevance and feasibility of the
project idea as proposed in the Identification Fiche or Project Fiche; (ii)
prepare a detailed project design, including the management and
coordination arrangements, financing plan, cost-benefit analysis, risk
management, monitoring, evaluation and audit arrangements; and (iii)
prepare a Financing Proposal (for individual projects) and a financing
decision.


Fungibility Fungibility refers to the fact that donor funding of a project that
government would have undertaken anyway (even if the donor funding
were not available) has the effect of freeing government resources to be
used for other purposes.  The total effect of donor support therefore
depends on how government uses these freed resources and not on the
specific project or programme against which the development assistance is
specifically earmarked.  Agreement on overall public expenditure priorities
is a way of ensuring that fungibility does not compromise the objectives
of the providers of the development assistance.


Gantt Chart A method of presenting information graphically, often used for activity
scheduling. Similar to a bar chart.


Gender The social differences that are ascribed to and learned by women and
men, and that vary over time and from one society or group to another.
Gender differs from sex, which refers to the biologically determined
differences between women and men.


Gender Analysis EU policy on gender mainstreaming in development co-operation requires
the integration of gender analysis at macro, meso and micro levels,
throughout the project cycle. A gender analysis allows the identification
and integration of the dynamics of change in a given situation, as well as
the monitoring of their evolution, particularly in relation to the disparities
between women and men. A gender analysis includes attention to: the
different roles (productive, reproductive, decision-making) of women and
men; their differential access to and use of resources and their specific
needs, interests and problems; and the barriers to the full and equitable
participation of women and men in project Activities and to equity
between women and men in the benefits obtained.


Gender Equality The promotion of equality between women and men in relation to their
access to social and economic infrastructures and services and to the
benefits of development is vital. The objective is reduced disparities
between women and men, including in health and education, in
employment and economic activity, and in decision-making at all levels.
All programmes and projects should actively contribute to reducing
gender disparities in their area of intervention.


Term Description
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Hierarchy of Objectives A diagrammatic representation of the proposed project interventions
planned logically, following a problem analysis, and showing a means to
ends relationship. Synonym: Objectives tree.


Identification Phase The second phase of the project cycle. It involves the initial elaboration of
the project idea in terms of its relevance and likely feasibility, with a view
to determining whether or not to go ahead with a feasibility study
(Formulation).


Impact The effect of the project on its wider environment, and its contribution to
the wider sector objectives summarised in the project’s Overall Objective,
and on the achievement of the overarching policy objectives of the EC.


Impact Indicators See “Development Indicators”


Implementation Phase The fifth phase of the project cycle during which the project is
implemented, and progress towards achieving objectives is monitored.


Inception Period The period from project start-up until the writing of the inception report,
usually two to three months.


Inception Report The first report produced at the end of the inception period, which
updates the project design and or the terms of reference and sets the work
plan for the rest of the project.


Indicative Programmes These are prepared by the European Commission in co-ordination with
partner country governments. They provide general guidelines and
principles for co-operation with the European Union. They specify focal
sectors and themes within a country or region and may set out a number
of project ideas.


Indicators See “Objectively Verifiable Indicators” and “Development Indicators”.


Input indicators See “Development Indicators”


Inputs See “Means”.


Integrated Approach The continuous examination of a project throughout all the phases of the
project cycle, to ensure that issues of relevance, feasibility and
sustainability remain in focus.


Intervention Logic The strategy underlying the project. It is the narrative description of the
project at each of the four levels of the ‘hierarchy of objectives’ used in
the Logframe.


Term Description
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Logframe The matrix in which a project’s Intervention Logic, Assumptions,
Objectively Verifiable Indicators and Sources of Verification are presented.


Logical Framework A methodology for planning, managing and evaluating programmes and
Approach (LFA) projects, involving stakeholder analysis, problem analysis, analysis of


objectives, analysis of strategies, preparation of the Logframe matrix and
Activity and Resource Schedules. 


Means Means are physical and non-physical resources (often referred to as
“Inputs”) that are necessary to carry out the planned Activities and
manage the project. A distinction can be drawn between human resources
and material resources.


Medium Term A medium term expenditure framework is a system for planning actions
Expenditure Framework and programming spending over a 3 to 5 year period.  It reconciles


systematically the achievement of strategic objectives with respect for
aggregate resource limits.  It must be clear, realistic, comprehensive and
endorsed at a senior political level. 


Milestones A type of OVI providing indications for short and medium-term objectives
(usually Activities), which facilitate measurement of achievements
throughout a project rather than just at the end. They also indicate times
when decisions should be made or action should be finished.


Monitoring The systematic and continuous collecting, analysis and using of
information for the purpose of management and decision-making.


Objective In its generic sense it refers to Activities, Results, Project Purpose and
Overall Objective.


Objective Tree A diagrammatic representation of the situation in the future once
problems have been remedied, following a problem analysis, and showing
a means to ends relationship.


Objectively Verifiable Measurable indicators that will show whether or not objectives have been
Indicators (OVI) achieved at the three highest levels of the logframe. OVIs provide the


basis for designing an appropriate monitoring system.


Outcome Indicators See Development Indicators


Output Indicators See Development Indicators


Term Description
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Overall Objective The Overall nObjective explains why the project is important to society,
(also sometimes in terms of the longer-term benefits to final beneficiaries and the wider
known as the ‘Goal’) benefits to other groups. They also help to show how the


project/programme fits into the regional/sector policies of the
government/organisations concerned and of the EC, as well as into the
overarching policy objectives of EC co-operation. The Overall Objective
will not be achieved by the project alone (it will only provide a
contribution), but will require the contributions of other programmes and
projects as well.


Pre-conditions Conditions that have to be met before the project can commence, i.e.
start with Activities.  Pre-conditions (if any) are attached to the provision
of aid.


Pre-feasibility Study The pre-feasibility study, conducted during the identification phase,
ensures that all problems are identified and alternative solutions are
appraised, and selects a preferred alternative on the basis of Quality
Factors. The study will provide the European Commission and partner
government with sufficient information to justify acceptance,
modification or rejection of the proposed project for further appraisal.


Problem Analysis A structured investigation of the negative aspects of a situation in order to
establish causes and their effects. 


Problem Tree A diagrammatic representation of a negative situation, showing a cause-
effect relationship.


Programme Can have various meanings, either: (i) a set of projects put together under
the overall framework of a common Overall Objective/Goal; (ii) an
ongoing set of initiatives/services that support common objectives (i.e a
Primary Health Care Programme); or (iii) a Sector Programme, which is
defined by the responsible government’s sector policy (i.e a Health Sector
Programme).  


Programming Phase The first phase of the project cycle during which the Indicative
Programme is prepared. See also “Indicative Programme”.


Progress Report An interim report on progress of work on a project submitted by the
project management/contractor to the partner organisation and the
Commission within a specific time frame. It includes sections on technical
and financial performance. It is usually submitted quarterly or six-
monthly.


Project A project is a series of activities aimed at bringing about clearly specified
objectives within a defined time-period and with a defined budget.  


Term Description
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Project Cycle The project cycle follows the life of a project from the initial idea through
to its completion. It provides a structure to ensure that stakeholders are
consulted, and defines the key decisions, information requirements and
responsibilities at each phase so that informed decisions can be made at
each phase in the life of a project. It draws on evaluation to build the
lessons of experience into the design of future programmes and projects.


Project Cycle Management A methodology for the preparation, implementation and evaluation of
projects and programmes based on the principles of the Logical
Framework Approach.


Project Partners Those who implement projects in the partner county (government
ministries and departments, Non Government Organisations, etc.).


Project Purpose The central objective of the project. The Purpose should address the core
problem(s), and be defined in terms of sustainable benefits for the target
group(s).  For larger/complex projects there can be more than one purpose
(i.e one per project component)


Quality Frame – The Quality Frame is a tool for supporting consistent and structured
including Quality Attributes, assessment of the quality of projects as they pass through the phases of
Criteria and Standards the project cycle.  It consists of a matrix which contains a set of 3 key


Quality Attributes (Relevant, Feasible and Effective & Well Managed) and
16 supporting Quality Criteria.  Each Quality Criteria is in turn supported
by a set of more detailed Quality Standards.  The Quality Frame can be
used either as a general checklist of key issues to be assessed/analysed at
each stage of the project cycle, or it can be used as part of a more
structured and formal assessment process involving independent assessors
and a rating system. 


Recurrent Costs Costs of operation and maintenance that will continue to be incurred
after the implementation period of the project.


Relevance The appropriateness of project objectives to the real problems, needs and
priorities of the intended target groups and beneficiaries that the project is
supposed to address, and to the physical and policy environment within
which it operates.


Resource Schedule A breakdown of the required project resources/means linked to Activities
and Results, and scheduled over time.  The resource schedule provides the
basis on which costs/budget and cash flow requirements can be
established. 


Results In the EC’s Logframe Matrix hierarchy of objectives, Results are the
tangible products/services delivered as a consequence of implementing a
set of Activities.  The hierarchy of objectives used by some other donors
(and indeed within the context of some EC programmes) refer to these
results as ‘Outputs’.  


Term Description
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Risks See also “Assumptions”.  Risk is the probability that an event or action
may adversely affect the achievement of project objectives or activities.
Risks are composed of factors internal and external to the project,
although focus is generally given to those factors outside project
management’s direct control. 


Sector Approach A Sector Approach is defined as a way of working together between
government and development partners.  The aim is to broaden
Government ownership over public sector policy and resource allocation
decisions within the sector, to increase the coherence between policy,
spending and results and to reduce transaction costs.  It involves
progressive development of a comprehensive and coherent sector policy
and strategy, or a unified public expenditure framework for local and
external resources and of a common management, planning and reporting
framework. 


Sector Policy A Sector Policy Support Programme (SPSP) is a programme of the European
Support Programme Commission by which financial support is provided to the partner


Government’s Sector Programme.  An SPSP may follow three types of
operating (financing) modality, namely: (i) Sector Budget Support; (ii)
Financial contributions to pooled Common Funds which fund all or part
of the Sector Programme; and (iii) Commission specific procedures
(European Commission budget or EDF).  


Sector Programme As a result of following a Sector Approach, Governments in consultation
with partner donors and other stakeholders may develop a sector policy
and action plan.  This is identified as a Sector Programme if it includes the
following three components: (i) an approved sectoral policy document; (ii)
a sectoral medium term expenditure framework; and (iii) a coordination
process amongst the donors in the sector, led by the Government. 


Sources of Verification They form the third column of the logframe and indicate where and in
what form information on the achievement of the Overall Objective, the
Project Purpose(s) and the Results can be found (described by the
Objectively Verifiable Indicators).  They should include summary details
of the method of collection, who is responsible and how often the
information should be collected and reported. 


Stakeholder Analysis Stakeholder analysis involves the identification of all stakeholder groups
likely to be affected (either positively or negatively) by the proposed
intervention, the identification and analysis of their interests, problems,
potentials, etc. The conclusions of this analysis are then integrated into
the project design.


Term Description
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Stakeholders Any individuals, groups of people, institutions or firms that may have a
relationship with the project/programme are defined as stakeholders. They
may – directly or indirectly, positively or negatively – affect or be affected
by the process and the outcomes of projects or programmes. Usually,
different sub-groups have to be considered.


Sustainability The likelihood of a continuation in the stream of benefits produced by the
project after the period of external support has ended.  Key factors that
impact on the likelihood of sustainability include: (i) ownership by
beneficiaries; (ii) policy support/consistency; (iii) appropriate technology;
(iv) environment; (v) socio-cultural issues; (vi) gender equity; (vii)
institutional management capacity; and (viii) economic and financial
viability. 


SWOT Analysis Analysis of an organisation’s Strengths and Weaknesses, and the
Opportunities and Threats that it faces. A tool that can be used during all
phases of the project cycle.


Target Group(s) The group/entity who will be positively affected by the project at the
Project Purpose level. 


Technical Assistance Specialists, consultants, trainers, advisers, etc. contracted for the transfer
of know-how and skills and the creation and strengthening of
institutions.


Terms of Reference Terms of Reference define the tasks required of a contractor and indicate
project background and objectives, planned Activities, expected inputs
and results/outputs, budget, timetables and job descriptions. 


Transaction Costs The concept of transaction costs aims to capture the aggregate costs of the
administrative activities involved in managing development assistance,
which have no value either to the recipient of assistance or to the donor
other than to permit an aid transfer to take place.  All development
assistance will have some transaction costs and, in most cases, these will
be shared by donors and recipients.  Sector programmes and budgetary aid
aim to minimize transaction costs either by reducing their sum total or by
altering the way these costs are shared (to the benefit of the recipient). 


Transparency Transparency implies that information is available in the public domain,
and is accessible both in terms of its location and presentation – in a
format and language that can be widely understood. 


Work plan The schedule that sets out the Activities (and may include the Resources)
necessary to achieve a project’s Results and Purpose.


Term Description
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RELEX family websites:


EuropeAID http://europa.eu.int/comm/europeaid
Cooperation Office


External Relations http://europa.eu.int/comm/external_relations 


DG Development http://europa.eu.int/comm/development 


Project Cycle Management:


Information and Guidelines EC (internet) http://europa.eu.int/comm/europeaid/
on Aid Delivery Methods, qsm/index_en.htm
including PCM, 
Sector Approaches 
and Budget Aid


EC (intranet) http://www.cc.cec/EuropeAID/
Thematicnetworks/qsg/AidDelivery/
ADM-helpdesk-en.htm 


Monitoring & Evaluation:


Monitoring & Evaluation IADB http://www.iadb.org/cont/evo/evo_eng.htm


Evaluation Guidelines EC http://europa.eu.int/comm/europeaid/
evaluation/methods/index.htm


International development OECD www.oecd.org/dac/goals
goals: Indicators of progress


http://www.oecd.org/dataoecd/
30/28/2754929.pdf 


International IMF www.paris21.org/betterworld
development goals


and related OECD Observer: 
http://www.oecdobserver.org/news/
sectionfront.php/locale/70


World Development World Bank www.worldbank.org/data
Indicators


Indicators UNDP http://www.undp.org/eo/
documents/Indicators.pdf 


Human rights indicators UNDP http://hdr.undp.org/reports/global/
2000/en/pdf/hdr_2000_ch5.pdf  


Topic Institution Address


A2 - Useful references
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Gender-related indicators UNDP Gender in http://www.sdnp.undp.org/gender/datastats/
Development 
Programme (GIDP)


Audit:


Audit of external Operations EuropeAID http://www.cc.cec/EUROPEAID/
Cooperation Office audit/home_en.htm


Cross-cutting issues:


Environmental EC (intranet) www.cc.cec/Europeaid/environm/
Assessment (manual)


Social, Human and Cultural EC http://europa.eu.int/comm/
Development and development/sector/social/index_en.htm
gender issues


Guidelines on EC In production
Good Governance


Development issues _ general International http://www.iied.org
Institute for 
Environment & 
Development


Development issues _ general Overseas http://www.odi.org.uk
Development Institute


Gender Equity EU/DG http://europa.eu.int/comm/
Employment employment_social/equ_opp/links_en.html
(with numerous links)


UNIFEM http://www.unifem.org
(United Nations 
Development Fund 
for Women)


UNDP Gender in http://www.undp.org/gender/ 
Development 
Programme (GIDP)


ELDIS http://www.ids.ac.uk/eldis/gender/Gender.htm
(specialised portal)


World Bank http://worldbank.org/gender/gendermdg.pdf 


Topic Institution Address
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Disability EC – Guidance http://europa.eu.int/comm/development/ 
note on disability body/theme/human_social/docs/health/
and development 03-11_guidance_note_disability_en.pdf  


UN guidelines on http://www.unescap.org/decade/publications/
Physical Environments z15009gl/z1500901.htm)
for Disabled Persons: 


Stakes _ Rapid http://www.stakes.fi/sfa/rhachecklist.htm 
handicap analysis: 


World Bank – http://www-wds.worldbank.org/cgi-
Participation bin/cqcgi/@production.env?CQ_CUR_
sourcebook LIBRARY=1&CQ_USER_NAME=worldbank&CQ_


PASSWORD=anonymous&CQ_LOGIN=
yes&WBDOCS=YES&CQ_QUERY_STRING=
&CQ_QUERY_STRING.Entity_ID=
0000092653961214175537


Topic Institution Address
















ZOPP
Objectives-oriented Project Planning
A planning guide for new 
and ongoing projects and programmes


Deutsche Gesellschaft für 
Technische Zusammenarbeit (GTZ) GmbH


Unit 04
Strategic Corporate Development


G
TZ


-P
-F


O
R


M
 2


1-
11


-2
e







Published by:


Deutsche Gesellschaft 
für Technische Zusammenarbeit (GTZ) GmbH
Unit 04
Strategic Corporate Development
Dag-Hammarskjöld-Weg 1-5
65760 Eschborn
Germany


Text by:
Stefan Helming, Michael Göbel


English translation by:
Joan Tazir


Layout:
Stefan Mümpfer - grafic works -, 60316 Frankfurt


Cover:
Compliments of the project “Urban Development through Local
Effects (UDLE)”, Nepal


Eschborn 1997


This paper was written by the project team
Stefan Helming and Michael Göbel on behalf
of GTZ’s Strategic Corporate Development
Unit (04). Thanks are expressed to the many
colleagues and friends who provided con-
structive assistance.







1


In the publication “Managing the implemen-
tation of German technical cooperation
activities” GTZ Directors General explained
GTZ’s mandate and role and encouraged
staff to take a flexible approach to their work.


The “Project Cycle Management (PCM)
and Objectives-oriented Project Planning
(ZOPP)” guideline describes the principles
along which GTZ plans and manages its
cooperation inputs.


The aim of this brochure is now to ex-
plain the role of the ZOPP Objectives-ori-
ented Project Planning approach. ZOPP is
GTZ’s planning instrument. Its baseline
features are quality and process orientation.
ZOPP incorporates GTZ’s many years of
cooperation experience. This publication
will be joined by a “Methods Compass”


which explains the range of methods and
techniques available to help objectives-ori-
ented project planning achieve success.


A companion publication is GTZ’s
brochure “Cooperation on the right track
– Standard Procedure and how it works”,
which explains the formal procedure for
technical cooperation agreed between GTZ
and BMZ (German Ministry for Economic
Cooperation and Development) and the con-
sequences this has on procedures within
GTZ and with partner organisations.
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For many years the acronym ZOPP has stood
for Objectives-oriented Project Planning.
It has become GTZ’s trademark for partic-
ipative planning procedures geared to the
needs of partners and target groups.


The ZOPP guide used for the last 10
years needs to be updated. Planning is now
taking place in a different context. GTZ
Head Office was reorganised and given a
regional structure in 1989 and the Planning
and Development Department was estab-
lished. At the present time, GTZ is decentral-
ising management responsibility and mak-
ing in-company operations more flexible.
We want to encourage staff members at all
levels to take a proactive approach to their
work. This also applies to project planning
as an ongoing management function. Staff
in project countries are particularly ad-
dressed, together with their counterparts.
The Head Office in Eschborn will, of course,
provide all the assistance necessary.


This guide does not contain new theo-
ries on project planning but rather describes
how ZOPP can be used flexibly as part of
GTZ’s Project Cycle Management (PCM).
Nowadays, the term “ZOPP” has a wider
meaning: It no longer stands for a prede-
termined sequence of binding and pre-
scribed steps and methods. Instead, ZOPP
should now be understood as GTZ’s over-
all planning framework. ZOPP should illus-
trate the quality of planning GTZ strives
for, but it does not dictate specific tools or
methods for individual planning steps.


This brochure is a guide for GTZ staff
who are planning new and ongoing proj-
ects. It is not a “recipe book” covering all


potential planning issues. Users have to
contribute their own inputs. Nor does the
guide claim to have the last word on plan-
ning. On the contrary. It will have fulfilled
its goal if, in the coming years, we are able
to update and improve this text by incor-
porating your experiences and new ideas.


Franziska Donner


Head of GTZ’s 
Strategic Corporate Development Unit
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1.1 Cooperation 
in the project


All our technical cooperation ventures usu-
ally have a common basic structure: GTZ


provides inputs for partners
wanting to implement a de-
velopment project. This proj-
ect addresses target groups
who want to improve their


situation. The partner is responsible for its
project. GTZ assumes the responsibil-
ity of supporting the project in
such a way that the develop-
ment desired by the target groups
actually takes place. This basic
pattern of cooperation is illus-
trated by the “three-level model”
(Fig. 1).


We understand our “partners” to
be those organisations or work units with
whom we cooperate directly. They are the
recipients of our advisory services and
other inputs. In our project work we gen-


erally cooperate with several such partners.
We understand “target groups” to be the
recipients of the services provided by our
partners.


This model applies in principle to all
types of projects – no matter whether the
partner is a government organisation, a
bank, an association or a non-governmen-
tal organisation, or whether the target
group consists of a private enterprise or
people in a village. This basic model even


applies when we provide emergency
aid in a crisis region – although in


such events GTZ often co-assumes
the functions of partner organi-
sations and provides services
directly to the target groups.


Groups in society are rarely
homogenous. They have different,


and sometimes antagonistic, econom-
ic interests, social status, etc. Our part-
ners’ task is to make sure that the view-
points of the recipients of their services
are integrated into the planning process in
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a differentiated manner, turning
these recipients into actors.
Indeed, experience has shown
that projects are only success-
ful if they lock into the target
group’s own efforts. We at GTZ
should encourage our partners to
take up these perspectives and help
build their capacity to do so. Target-group-
orientation is a determining factor on
whether the partner organisation is suit-
able for cooperation activities. An exten-
sion service which does not want to know
about the demands of its different groups
of clients cannot be promoted. Our part-
ners' will and capability to enter into a
constructive dialogue with their different
target groups is a major criterion for selec-
ting partner organisations.


German development cooperation is
financed by the taxpayer. It is subject to
policy goals and allocation criteria, public
accountability and control. The overriding
development-policy goals of the German


government are to
combat poverty and
social injustice, pro-
tect the environment
and natural resources
and improve the situ-
ation of women. Tax-


payers expect development assistance to
improve the situation of people in partner
countries. 


This is the context in which BMZ places
commissions with GTZ. The same applies to
commissions from international financing
organisations. The relevant issue is not that a
vocational training centre is up and running,
but that its graduates can find jobs. Whether
a water authority is working efficiently and
on sound technical lines interests no-one
apart from the professionals; the aim of devel-
opment activities is to ensure that people
have an equitable and ecologically sound
access to water. In the final instance it is
not the services offered which count, but
the higher standard of living which the
people can enjoy. The chain of services in


technical cooperation is illustrated
in Fig. 2 (see page 6).


Every project has target
groups i.e. recipients of the ser-
vices provided by the organisa-
tion implementing the project.


Depending on the type of proj-
ect, these may be the actual “end


users” in the service chain as described
above, for example the inhabitants of
urban slums or other poor groups. In
many cases, however, the direct target
groups of a project are only linked to these
“end users” via impact chains of differing
lengths, for example when the aim of a
project is to set up an environmental au-
thority or a chamber of trades and industry
to represent the interests of entrepre-
neurs. Even in such cases there must be a
clear view of the benefits which the end
user will experience.


1.2 What is planning?


Planning means that
● target groups and partner organisations,
● partner organisations and GTZ, 
● GTZ and its clients 
develop a common understanding of 
● the goals of cooperation: What do we


want to achieve?  (chapter 2)
● the outset situation: What basis are


we starting from? (chapter 3)
● the strategies to achieve the goals,


the risks entailed and the criteria for
success: What has to change? (chap-
ter 4) and


● the action plan to implement 
this change: Who is responsible?
(chapter 5)


If the parties involved
have been able to find hon-
est and realistic answers to these questions,
then the project has been well and truly
“zopped”.


No project plans are objectively “right”.
However, the planning can be deemed as
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“relatively” good if the following criteria
are met:
● Project management and the target


groups accept the plan as a guide for
their actions.


● Donors accept the plan as justification
for the use of public funds.


The planners’ job is to keep these cri-
teria in mind and structure the planning
process accordingly (planning the plan-
ning).


The plan should satisfy
the desires of all major actors
(be a compromise of different
interests), correspond with
their capabilities (be feasible
and economically viable), and
be within their power (frame-
work conditions). 


For GTZ, the project is a limited pack-
age of activities implemented by the part-
ner-country organisations in order to
achieve a previously determined goal. GTZ
delivers a contribution to this effort. The


partners and the target groups, however,
often equate a project with the activities
and inputs of GTZ.
Different views of the
project can lead to
misunderstanding on
the roles and respon-
sibilities within it. It
is important, therefore, that we first clarify
with the partners and the target groups
what we all understand by a project, and
who is responsible for what.


Very often, projects are linked into
programmes in order to create a greater
development impact and generate greater
synergy. This guide applies equally to proj-
ects and programmes because they both
require similar planning inputs and there
is no rigid distinction between them. An
example: Ministers consider that reform-
ing the economy is their “project”. A de-
partmental director speaks of the resulting
“programme” of tax reform. Introducing
value-added-tax is one individual project
within this programme.


6


THE PLANNING PROCESS


services


co
m


m
is


si
o


n


BMZ


political goals
and


award criteria example


“promotion


of small


farmers”


“establishing


an extension


structure”


“emergency


aid”


Partner
organisation(s)


(project)
End user


End user


Mediator


target groups
are chiefly


poor people


GTZ
Partner


organisation(s)
(project)


other
organisations End user


What people 
want to do
What people are
able to do
What people are
allowed to do


Clarify what 
the meaning of a


project is, and
who “owns” it


Fig. 2


Chain of 


services in


Technical


Cooperation







Project planning is a continuous pro-
cess of negotiation between project part-
ners, target groups and funding agencies.
The commencement of implementation


work does not mean
that planning is ter-
minated. A good proj-
ect is always based


on consensus: All actors agree to work
towards a common goal for a limited period
of time. The aim is not to work on the
smallest common denominator, but rather
on a clear understanding of what we want
to do together, while all parties retain their
different interests and viewpoints. It is bet-
ter to agree not to agree and abandon the
project approach or completely change it,
rather than implement it against the
general wishes of major actors.


Technical cooperation al-
ways intervenes in existing so-
cial systems and interest net-
works and also follows political
interests itself. An example: A


private water
vendor loses a lu-
crative business when
an urban area is con-
nected to the public
water supply. While


many people’s lives are improved, others
may lose out. In such a conflict German
technical cooperation represents the posi-
tion of the socially weaker group. Who-
ever intervenes must also assume respon-
sibility. Planners have to be aware of the
ethical responsibility they assume.


GTZ may assume the role of the “un-
biased broker”, helping to make the differ-
ent roles transparent and consequently
enabling action to take place.


It must always be possible to mutually
agree on changes to the plan. It is mislead-


ing to believe that a
plan just has to be
drawn up and then


implemented. In reality, the project part-
ners are continuously adjusting the details
during implementation. Even a project’s


basic orientation and goals can change, al-
though these do usually remain valid over
a longer period. This does not mean of
course that because of continuous plan-
ning and replanning the actors forget the
actual work to be done. And under no cir-
cumstances should an “anything goes”
atmosphere prevail. Planning generates
costs, which must always be justified by
the benefits to be reaped from replanning.


As projects are becoming more and
more geared to processes of social change
and less to technical results, planners must
increasingly refrain from fixing budget
items too high upstream in the project
cycle. Even when the project is very tech-
nical, for example the construction of a


dam, assumptions on the founda-
tions may prove wrong and the


plans must be adjusted accord-
ingly. 


Another important point:
Hardly any planning starts from


scratch. Goals, wishes and inter-
ests have usually been articulated


long before. This
history must be actively
incorporated into new
planning work.


By far the most planning work takes
place during ongoing project operations,
when plans have to match the given situa-
tion or are reviewed in the course of exter-
nal evaluations or project progress monitor-
ing.


Who asks the questions? Who defines
the methods to which the project processes
are to be aligned? This does make a differ-
ence! GTZ Head Office, the GTZ adviser,
the partner, the target
groups? Whoever man-
ages the process often
also decides on its con-
tents. Any method used will always have a
value bias because it may give preference
to specific groups or discriminate against
them. An example: People who can’t read
and write don't stand a chance in a semi-
nar when the points discussed are visual-
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ised in written form. The choice of the
method to be used is a major factor
when “planning the planning pro-
cess”. Participants should reach
agreement on what methods
are to be used. When recom-
mending a specific method to
the partners, planning ethics
dictate that just referring to regu-
lations “from above” is not the
answer.


Partner organisations often have their
own specific planning procedure. Work-


ing in a spirit of partner-
ship means that each side
must take the other’s pro-
cedures as seriously as its
own. Project partners must
jointly agree on which pro-
cedure to use for the coop-


eration project. GTZ can, of course, pro-
vide planning consultancy services to part-
ners if they wish.


1.3 Complex systems


“Technical cooperation addres-
ses projects which are to raise
the performance capability of
people and organisations in
developing countries” (official


definition of technical coopera-
tion).
The key concern is, therefore, to


bring about processes of change for peo-
ple and organisations. These processes are
subject to the dynamic forces of complex
systems: “An actor is equivalent to a chess
player having to play on a board where
several dozen pieces are attached to each
other with elastic bands, making it impos-
sible for the actor to move one single
piece at a time. Moreover, both players’
pieces also move under their own steam
according to rules which they do not fully
understand or about which they may have
made false assumptions. And on top of it
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all, some pieces are obscured by fog or are
very difficult to recognise.” (Dietrich Dörner,
Die Logik des Mißlingens – The logic of
failure).


This illustration well reflects social
reality in many projects: Target groups and
partner organisations are not homoge-
nous. Rather, they have different interests
and potentials. Large-scale farmers, small-
holders and urban centres all want a safe
water supply. Who will be left in the
drought if there is not enough water? The
answer to this question lies in the political
influence of the social actors.


In situations like these we have to
abandon the idea that “the expert” must


have “everything un-
der control”. Planners
must be modest but
also possess what to-
day is called the “abil-


ity to thrive on chaos” i.e. be able to enjoy
a situation of not knowing what’s going to
happen tomorrow, and be confident that,


by working together, it will be possible to
decide on the “right” thing to do in terms
of the project’s goals.


It is not a question of digging down to
the roots of all complex situations, because
this causes confusion
and puts the actors off
the track. The issue at
hand is to select the
few very important interconnections be-
tween the chess pieces and to turn the
complex picture into a simplified concept
so that action becomes possible in the first
place. Planning theory calls this the reduc-
tion of complexity. All planning methods,
therefore, attempt to single out the pat-
terns contained in complex relationships.
We should not delude ourselves into think-
ing that the pieces on the chess board are
not connected by elastic bands, or that we
are versed in all the rules of the game, or
that the chess board is well illuminated. A
good dose of optimism is called for.
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2.1 Why do we need 
objectives?


Objectives are an orientation to guide ac-
tors. Only the objectives explain why proj-
ect managers can receive money from the


taxpayer. For us to develop
visions and goals in the pres-
ent situation, we must use
our emotions, intuition and
creativity. To find our way


back from the objectives level to the pres-
ent situation, we need our capacities for
analytical thinking, logic, language and com-
munication.


Objectives usually remain valid for sev-
eral years. But they are not infinite. Project
management should periodically review


whether they are still mean-
ingful and still do justice to
the desires, capabilities and
powers of the project parti-
cipants – GTZ, the partner,


the target groups. Otherwise the negative
side of objectives-orientation may set in:
Goals become meaningless and paralyse
progress instead of stimulating it. Fulfilling
the plan becomes an end in itself.


The ministry responsible for the proj-
ect will understand and support a decision
to make plausible changes to the project
objectives if the changed objectives are
clearly meaningful and the benefits com-
pensate the costs involved. In bilateral tech-
nical cooperation, agreements on new ob-
jectives can be approved in a modification
offer to BMZ and in the scope of official
government negotiations.


2.2 What demands should 
objectives satisfy?


Objectives should be realistic i.e. achiev-
able using existing re-
sources under the ex-
isting framework con-
ditions.


BMZ prescribes many policy objectives
for bilateral development cooperation: Pov-
erty reduction, environmental protection
and resource conservation, basic education
and vocational training, promotion of gen-
der-and-development, promotion of private
initiative and economic reforms. More de-
tailed political guidelines are contained in
BMZ’s country, sectoral and trans-sectoral
concepts. BMZ has also drawn up five cri-
teria for cooperation: Observance of human
rights, orientation to a market economy,
rule of law, popular participation in politi-
cal decisions and development orientation
of government action.


However, each individual project does
not have to satisfy all goals. Care should be
taken not to pack all political desires into
one objective, with the false aim of cover-
ing against all contingencies. The best way
is to clearly describe the intention – and
hence what is not intended. GTZ should
clarify with BMZ which development-
policy goals should have priority in a given
project.


An objective is a situation in the future
which people consider desirable. It has be-
come common practice to use the past par-
ticiple e.g. “manage-
ment is improved”
when describing goals
in the project plan-
ning matrix (see chapter 8). While this does
make sense, because planning is based on
a desired state in the future, it does not
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conform to everyday language and may
sound artificial or even academic. We
should not insist that this form of speech
be used.


2.3 Goal categories in
development cooperation


Development cooperation differentiates be-
tween the following goal categories: 
● development-policy goals, 
● overall goals, 
● development goal, 
● project purpose. 


Development-policy goals
Like BMZ, partner governments have estab-
lished national, sectoral or regional goals
in their development policy. If each side’s
development-policy goals largely match,
cooperation can prosper on a solid founda-
tion. 


Overall goals 
Governments enter into a political dialogue
to negotiate on the common development-
policy goals for their cooperation and the
key areas to be addressed. In this setting,
the partners then define the overall goals
for the individual projects and hence
the cooperation strategy to be fol-
lowed. Projects which fall under
these overall goals can usually
be promoted. A project can be
linked to several overall goals.
Overall goals provide criteria for
selecting which projects are to be
included in the cooperation scheme
and also set a framework for the project
design.


An example: BMZ has agreed with a
partner government that the overall goal
of cooperation is to improve the situation
of the rural and urban poor. At the same
time, NGOs are to be involved in the proj-
ects and private initiative is to be strength-


ened. The project is to impact equally on
men and women. BMZ will promote a proj-
ect by the Ministry of Agriculture to set up
an irrigation system if it can be clearly ori-
ented to one or more of these overall
goals: Is the project going to stabilise
smallholder agriculture in order to satisfy
the region’s food needs? Are private orga-
nisations to be involved? Such strategic
issues often hide deep-reaching conflicts
of power and interest – for example the
distribution of land and water. They greatly
influence the project design. To stabilise
smallholder agriculture it may be neces-
sary to establish and monitor a pertinent
legal framework. If, in the course of imple-
mentation, the irrigation project does not
remain geared to smallholders, BMZ must
re-examine whether it can continue its
assistance.


Development goal 1


The development goal focuses the attention
of all actors participating in the project on
the target group’s development process.
The priority of development cooperation
is to achieve impacts at this level.


Projects take place in order to promote
processes of change. It is always specific
people and organisations who are affected


by a project. These are not passive
recipients of project inputs but


proactive actors. They want to and
must co-decide on what direc-
tion their development is to
take. The function of the devel-
opment goal is to give the desired


process of change a common per-
spective.


The development goal describes the
change which the target groups – i.e. the
people addressed by the proj-
ect – themselves desire. This
can be, for example: “All
children in the district have
completed primary school-
ing” or: “The crime rate in
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residential areas has dropped”. The devel-
opment goal clearly indicates the benefit
which the target groups expect from co-
operating with the project. In the final
analysis, cooperation is only successful if
the development goal has been reached. 


The question asked at the beginning
of the planning work is: What process of
change is to take place? What is the com-
mon orientation? Planners should observe
individually who is following what goals
and whether it is possible to develop a vi-
able compromise. Target groups are rarely
homogenous. An example: In a project to
promote private-sector self-help organisa-
tions it becomes clear that industrial
associations and trade associations
have different interests. One side
is aiming for high import duties,
the other wants lower ones.
Can they define a common goal
upon which both sides agree? 


A common goal is the result
of a negotiated compromise between
the different groups. Such negotiations are
time-consuming.


The development goal must agree with
what the target groups want to do, their
values and aspirations. It must also be ori-
ented to what they are able to do; other-
wise it just leads to disappointment and
discouragement. And: No development pro-
cess can be sustainable if it permanently
tries to swim against the tide i.e. if it ignores
what people are allowed to do in the
given framework conditions.


Project purpose
Once the planners have demarcated the
targeted development process by defining
the development goal, the next question is:
At what point should the project lock in,
to make sure that this process is supported
most effectively? An example: The devel-
opment goal is “The people of a district
can satisfy their drinking water needs”. A
project could lock into the village commu-
nities as its starting point if the prime issue
is to use existing water resources more


economically. It could also focus on the
water supply utility if this constitutes the
greatest bottleneck. Perhaps the project
will have to start at
both ends. The next
planning task is then
to determine what im-
pact the project is to
actually have on the
district community or
the water utility. This
is the project purpose. In our example it
could read: “The water utility effectively
maintains its plants and facilities”.


The project purpose describes the de-
sired changes in the way people or or-


ganisations behave. The project’s
inputs and services are designed
to ensure that these changes
take place. In this way, target
groups are able to improve their
own situation. The project pur-


pose could also be termed the
milestone on the path towards the


development goal. For a project to achieve
its purpose, the people and organisations
who are to change their actions must be ac-
tively involved. Plan-
ning must differentiate
between inputs which
have to be provided
and the impacts which
these inputs are to generate. The project
can “guarantee” that inputs are made but
not the impacts they achieve. One question
repeatedly arises: How much responsibility
does project management bear? Project
management must constantly monitor the
impact level, otherwise it runs the danger
of providing inputs for inputs’ sake, apply-
ing the maxim “We’ve lost sight of the goal
so we’ll have to double our inputs.”


Many planning experts feel a project
should only stipulate one single project
purpose. It seems a plausible statement that
activities and alternatives only have a uni-
form reference framework when the proj-
ect has one single purpose. But often this
is nothing but a theoretical discussion.
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Should several project purposes be stipu-
lated then the project can be divided into
sub-projects.


2.4 How to handle objectives 
in practical project work


Projects can only be successful if target
groups and partner organisations accept
them and are actively committed to achiev-
ing the agreed development status. Nobody
can plan a project without knowing whose


development process
it is supporting and
what the affected peo-
ple themselves think
about this process.
Figuratively speaking,


a project planning process takes the “bot-
tom-up” direction. It begins with the de-
claration by the target groups on what
their needs and goals are, and the project
is generated from this. Nevertheless, the
chief components of a project’s hierarchy
of goals have often been set before project
planning begins. The development-policy


goals are prescribed from outside. The par-
ticipating organisations operate along set
guidelines even though the actual overall
goal may only be detailed during the course
of project planning. From the planner’s
viewpoint, the development-policy goals
and the overall goal have been established
“top-down”. They dictate the framework
within which the project can be designed.


Sufficient time and suitable methods
are required to ensure that the maximum
number of affected people and organisa-
tions can participate in planning. Broad-
based, participatory, “bottom-up” planning
requires high inputs. There is often only a
limited scope for taking such an approach,
especially when preparing a project. The
ethical issue also arises: Is it not irrespon-
sible to commence a broad-based, partici-
patory process which arouses so many ex-
pectations, before knowing whether a proj-
ect will even be implemented at all? 


Planners must decide in the light of
the given situation on how much “bottom-
up” planning is necessary and feasible to
ensure that the target groups’ perspective
of their development process is appropri-


13


OBJECTIVES


Project inputs


Change process
by water supplier


Outset situation


• frequent interruptions
to supply


• high losses
in the piping system


• microbacterial pollution
• ....
• ....


GTZ inputs


Development goal


District inhabitants
can cover
their drinking water
needs


Action by the village community


• Final users repair leakages
at the tapping points


• Local authority promotes water saving measures
• Livestock farmers respect water protection areas
• .....


Project purpose


The water supplier assures
effective plant maintenance


Fig. 3


Three-level


model – 


a practical


example


Goals are set 
from “below”
and
from “above”







ately incorporated into the planning pro-
cess.


Studies, statistics, community and re-
gional development plans are often already
available. Planners can also interview indi-
viduals who know the situation more in-
timately. It is important to involve actors who
are really accepted by the target groups.
The planner’s job is to critically inquire as
to who has the mandate to speak on behalf
of target groups and what this mandate is
based on. Non-governmental organisations
which have been working in the region for
some time are often a good source of infor-
mation.


An example: The findings from the
first information collected could suggest
that improved primary education is a high
priority for many people in the region. It
becomes apparent that a development
plan aiming to achieve primary school
education for all children already exists for
the region. This development goal is then
an orientation for the ensuing planning


process. The question of where project
support is to focus is answered from the
analysis of why so many children do not
complete primary schooling. The planning
team organises several meetings with rep-
resentatives of the communities, the farm-
ers’ association, a women’s organisation and
the school authority. A
clearer picture slowly
emerges: Many fami-
lies don’t send their
children to school be-
cause they need them
to work on the fields.
Some fathers also fear that school teaching
will tear their children away from traditional
values. If a project could help to bring
about changes in these areas it would prob-
ably remedy major constraints on the path
towards the development goal. Once these
starting points have been identified, the
next planning step is to specify the project
objectives, strategy and inputs.
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All project planning methods contain an
analysis of the situation in which the proj-
ect is embedded:
● the participants, 
● the problems and potentials
● the environment. 
The sequence in which these elements are
analysed can be decided to best fit each
particular project.


3.1 Participants


The participants analysis focuses on the
major actors, their interests and goals and


their interrelation-
ships. The aim is to
obtain an insight in-
to the social reality
and power relation-


ships. Major actors include not just poten-
tial winners but also potential losers.


The participation analysis must bring
clarification in the following areas:
● A false picture of other people’s views


and interests is often obtained if we
don’t ask them ourselves. Many proj-


ects are based on
false assumptions
such as “the popu-
lation will benefit
from safe water,


hence they will support the project
even if they don’t appreciate the im-
portance of hygiene” or “the econom-
ic reforms are rational from the 
planners’ viewpoint, therefore officials
will support them”. If such assump-
tions are incorrect, the project will
fail. Conclusion: Always let each and
every affected group have a say.


● Women and men have different scopes
for action and different viewpoints.
Men may reject a new water supply
system, for example, because they
have to pay for its costs. Women would
welcome such a project because it
eases their workload. To ensure that
their interests are not cast aside, plan-
ners must pay special attention to
making sure that women have a say
themselves.


● Planners should differentiate between
active participants and passive affect-
ed parties. Many projects are geared
to turning affected parties into partic-
ipants.


● We should not be taken in by the illu-
sion that participants can act in a void.
They are all embedded in their given
social situation. If this is not taken in-
to account there is the danger that an
“island of happiness” will be created
which is crushed by the stronger forces
in the environment once external
support has ceased. 


Examples of participation analysis methods
include2: Target-group analysis, relation-
ship maps, power matrix, service interac-
tion analysis, organisational analysis, partic-
ipatory rapid appraisal (PRA).


3.2 Problems and potentials


Problems do not exist independently of
the people experiencing them. Whether
people experience something as a prob-
lem and are motivated to solve it depends
on how much it troubles them. But not
every problem causes suffering. If people
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do not feel that an “objec-
tive” problem, such as the
need for hygienically safe
drinking water, really is one


to them, they will not be committed to a
water programme. This is why we talk of
“felt needs”.


A problem is often expressed as a lack
of specific resources to solve the problem:
“We have no loans, no seed, no legislation”.
Beware of such wording! Very often, bring-
ing in such “solutions” will not solve the


problem. A loan won’t help
if there isn’t a market for
the goods it is to help pro-
duce. Mistaking an existing
problem for a lack of a solu-
tion leads to premature state-
ments being made during


the course of the planning process which
block the view for other options. In the
above example, a loan project would not
bring any progress. 


Planners should use methods which
are based on the viewpoints of the affect-
ed people, and specifically compare the
different viewpoints.


The desire to solve a problem is not
always the driving force behind change.
For example, the wish to change and take
up a different profession may arise because
new openings are attractive. Planning which
automatically derives its goals exclusively
from the existing problems is often inad-
equate because it sees the future as just
being the prolongation of the present.
Potentials and visions are equally strong
drives towards change.


Methods of dealing with the problems
and potentials analysis include: SWOT, pro-
blem-goal-matrix, paper computer, mind
map, scenario-writing, problem tree.


3.3 The project environment


The situation analysis should also incorpo-
rate relevant factors from the project en-
vironment. Factors are relevant if they in-


fluence the performance process and the
anticipated impacts. The analysis of the
project environment gives an insight into the
major conditions in
which the project op-
erates. These include
the policies of the
partner country and
of BMZ or other funding organisations the
legal and economic framework, technolo-
gies, technical concepts, natural and geo-
graphic conditions. Most of these factors
are also subject to change.


When tackling a new project, planners
first investigate a project environment which
is unknown to them. In ongoing projects,
efforts should centre on monitoring any
changes in the project environment and
pinpointing opportunities and risks. The
project environment itself can be influenced
by the project, although only to a limited
degree. The project and its environment
mutually impact on each other.


During the course of project imple-
mentation, therefore, GTZ and its partners
must repeatedly update the situation anal-
ysis. This is not as easy as it sounds, be-
cause in the implementation rush almost
everyone becomes routinely blind and can’t
see the wood for the trees. We almost have
to climb aboard a helicopter and take a bird’s-
eye view of the project and of our own
action in the project. Outside help is often
required to do this and it should be carried
out more frequently than the scheduled
project progress reviews. GTZ colleagues
from other projects or the Head Office
Planning and Development Department,
or external consultants can be called in to
assist.


Examples of methods to help analyse the
project environment are: Paper computer,
scenario techniques, specialised studies,
politico-scientific analyses.
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because people
experience them


Beware: Do not
mistakenly believe
that the lack of 
a solution 
is the problem
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The project strategy describes how the
project plans to operate in order to achieve
its goals. This includes the results to be
produced and the resources they require.
The project strategy also addresses the
risks entailed in this process. 


4.1 Results 
and alternatives


Results are those products and services
provided by organisations implementing
the project so that the anticipated changes
for the users of the services can take place
(project purpose). Results are outputs that
the project management produces and is
responsible for.


An example: The project purpose is
that the children in a district regularly
attend lessons in the primary school. The
project cannot guarantee that the purpose
will be achieved because action by other
vital players is required. Although school-
ing is compulsory, sanctions by the school
supervisory board have failed. The parents
are not cooperating, particularly the fathers
and older people are opponents. The proj-
ect can guarantee the following results:
(1) The schooling authority organises the


timetable in such a
way that children can
attend school in addi-
tion to doing their
work in the fields. (2)


It revises curricula and teaching aids.
Traditional norms and behaviour patterns
are taken into account. (3) The local author-
ity organises information programmes for
the fathers and older people and trains
teams of advisers together with non-govern-
mental organisations. (4) It organises school


transport and (5) provides financial assist-
ance.


“Many roads lead to Rome.” Planning
has the job of finding out which is the best
one to take. This can only be done when a
clear idea has been obtained of what other
alternative procedures could be adopted
and what disadvantages and advantages
they offer. Potential alterna-
tive courses to be taken
often only become visible if
we can break away from all
concepts to date and devel-
op new scenarios on the
basis of the knowledge we have of the
situation.


To evaluate the alternatives, coopera-
tion partners must agree on common cri-
teria. The most favoured path is usually
the one which allows a set goal to be
achieved with the lowest inputs of capital
and operating costs. However, a whole
combination of factors have frequently to
be compared with each other and a cost
comparison alone is not enough. In many
instances the criteria used by different par-
ticipants are pre-formed by their values
and policies.


BMZ has issued basic guidelines for
technical cooperation particularly address-
ing the themes of gender, environment
and poverty reduction. GTZ assesses alter-
natives on the basis of criteria drawn from
these guidelines.


4.2 Activities and resources


Activities are the individual steps taken to
achieve a result. The decision on which
activities are necessary depends on what
planning phase is currently being opera-
tionalised. In master planning for a new
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Results are the
project’s products
and services


Many roads lead to
Rome. The job of


planning is to find
out which one is best


4 The project strategy







project or a new phase of an
ongoing project it is mean-
ingless to plan exact details
in advance because when
implementation begins much
of this will have changed
anyway, as events often turn
out differently than expect-


ed. In this phase it is often sufficient to
summarise what the project has to do.


But: The activities are the basis for draw-
ing up the specification of inputs and
costs which has to be submitted in GTZ’s
offer to BMZ or to other financing organisa-
tions. Nevertheless, this obligation should


not lead us to detailed plan-
ning for planning’s sake.
BMZ well understands the
complex situations in proj-
ects. It does not want to


deal with details of project implementation,
but rather receive a transparent offer in
everyday language, which clearly illustrates
how the recommended project concept
can be linked to development-policy goals
(see 2.3). 


Planning and implementation cannot
be schematically separated but go hand in
hand. In practice this means that activity


planning should start with
rough estimates which are
then gradually detailed in
the course of operational
planning. Don’t be afraid of


changes during implementation. As long
as the goals, the cost framework or major
elements of the concept are not changed,
BMZ does not have to be involved 3.


4.3 Risks and assumptions


Risks may be inherent to the project itself
or to the project environment.


An on-project risk exists when the
participating partners do not agree and
pull in different directions. Like all exter-


nal assistance organi-
sations, GTZ runs the
danger of imposing a
project concept which
the partner may not
fully agree to. Sector-specific and trans-
sectoral concepts developed in the donor
countries play a major role here.


These self-made reasons for failure can
be avoided only by openness, by always
keeping grips on reality and by ensuring
that our work is “client-oriented”.


Another on-project risk is when the
partner does not provide its agreed inputs.
We must ask why this is so. Were these
inputs not realistically defined? Or does
the partner not fully back the concept and
consequently not really consider it neces-
sary to invest that much? In extreme cases
we must consider terminating cooperation
if the project is not really based on a spirit
of partnership. 


Off-project risks jeopardise the proj-
ect, but can be influenced only slightly or
not at all by project management. 


Off-project factors which must exist for
the project to be expedient and realistic are
termed assumptions. An example: The
central bank is providing advisory services
to smaller banks on how to set up and oper-
ate credit and loan fa-
cilities for microentre-
preneurs. The project
purpose is worded as
“Micro-enterprises access bank loans at
market conditions.” One of the assumptions
for the success of this project could be
that non-governmental organisations oper-
ating in the area will not provide sub-
sidised loans to the target entrepreneurs. 


The project management keeps an eye
on assumptions, perhaps even monitors
them formally in order to get a feeling for
the size of the risk. If a risk becomes dan-
gerous, the project concept must be adjust-
ed. In extreme cases it might be necessary
to terminate the project.
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Activities are the
individual steps
taken to achieve 
a result. They allow
an estimate to be
made of the 
resources needed


Decide on the 
right degree 
of planning detail


Planning and 
implementation 
go hand in hand


3 Modification offers are described in “Cooperation on the right track - Standard Procedure and how it works” (GTZ, 1997)


On-project risks:
Do we want 


the same as our
partner does?


Assumptions – how
high are the risks?







Risk analysis methods include: Mind
map, problem tree, relationship map, as-
sumption assessment grid.


4.4 Indicators


Indicators describe what is exactly meant
by the project's goals, the results and the
assumptions and how to recognise them


when they have been
achieved. Indicators
give information on
the level of achieve-
ment and the project’s
criteria for success.


They are a path-marking for project man-
agement in “monitoring and evaluation”.
Indicators cannot be pre-fabricated, they
have to be customised. They are the result
of an agreement and reflect the common
view of participants. Wherever precise in-
dicators are not set up, misunderstandings
and conflicts occur during implementa-
tion because the participants have different
interpretations of the level to be achieved,
or the scope of the goals. 


Our partners may be satisfied with a
generalised definition of the quality of goals,
whereas we want to “exactly define” what
has to happen. In such cases we should try
and find a practicable solution. It would
be wrong for GTZ advisers to define indi-
cators “because they have to do so” in a
situation where the partner is not inter-
ested in such indicators and, therefore,
does not keep to them.


Indicators should describe the major
features of a goal, a result or an assumption.
They must be unbiased. Un-
biased means, for example,
that the number and duration
of courses held cannot indi-
cate whether training was
successful. A good indica-
tor would be to state the quality deficits in
production.


Indicators can refer to physical out-
puts (e.g. harvest yields) or changes in an
organisation (e.g. partner’s planning is
improved).
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The three-level model (see chapter 1.1)
distinguishes between the activities of GTZ,
its partner organisations and the target
groups. Target groups are responsible for


the development process,
the partners are respon-
sible for the results, and
GTZ is contributing to the
partner’s project. This does


not exclude GTZ from assuming respons-
ibility for a defined part of the results and
project management if this is important
and expedient for sustainability.


In planning, the aim is to find out 
● how far target groups can alter their


situation on their own and where
they need project support;


● how far the partners can generate
their outputs by their own means and
where they need GTZ support.


In this way a clearer specification is ob-
tained of the responsibilities of the differ-
ent actors.


When deciding who is to do and be
responsible for what, the roles and mutual
expectations of the partners must be clari-
fied together.
● Should the GTZ team be “advisers” or


“doers”? Clarifying this role is more
difficult than it seems be-
cause the GTZ adviser and
manager of the German
contribution to the project
also controls GTZ’s funds.


● How is responsibility for management
functions like project planning, oper-
ations planning, monitoring and eval-
uation, reporting, project progress
monitoring divided between the GTZ
team and the partner?


● How will the project cooperate with
other projects?


● Who “owns” the plan? Who failed if a
project flops? Who carries the blame?
Who receives the praise when the
project is successful?


● Who pays what? Who gets what? For
example: Who can use the cars and
for what purpose?


These questions cannot have one-off
answers. Many issues can only be tackled
when they arise. It is useful to record any
agreements made on
these points in writing.
But a real live agree-
ment is more impor-
tant than a written
compromise. In many
projects it has proven
expedient to bring in off-project advisers
to tackle sensitive cooperation issues and
clarify roles and responsibilities. A single
investment in relationships often brings a
far higher return than a whole series of
sector-specific actions.


Methods to deal with responsibility
and roles include: SWOT, service-interac-
tion-analysis, team workshop.


RESPONSIBILITIES AND ROLES


5 Responsibilities and roles


Each actor 
is responsible for
his/her process


Do the actors’ 
expectations really
match each other?


Roles develop 
and change. 


They have 
to be repeatedly


reviewed
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The partner organisations have re-
ceived a mandate to implement
the project from a politically re-
sponsible body, usually a minis-
try, which, together with BMZ,
is also responsible for the con-
tents of the government arrange-
ment. GTZ receives its commissions
from BMZ or other funding organisations.


Many different organisations may partic-
ipate in a project – government and non-
governmental, public-benefit and private-sec-
tor, grassroots and supporting organisations,


manufacturing and ser-
vice organisations. Each
one follows its own
goals and interests and
has its own organisa-
tional culture. Bring-
ing these varied inter-


ests under one roof is often not an
easy matter.


GTZ wants to find partners 
● who really want the project,
● who are accepted by the


different target groups and
capable of effectively cooper-


ating and communicating with them,
● who already possess the legal pre-


requisites to implement the project.


Methods to analyse the project organi-
sation include: Organisational analysis, func-
tion analysis, relationship map, and other
methods also used in the participation
analysis.


21


PROJECT ORGANISATION 
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7.1 Participation


In development cooperation participation
is often a goal in its own right. When affect-
ed parties become participants and take
the improvement of their living conditions
into their own hands, development has
already been achieved.


At each planning step the issue on
hand is to decide on who should participate
and in what way: Who can provide infor-
mation and good ideas that will improve


planning? Who must partic-
ipate in the planning pro-
cess because he or she has
to be informed of what’s
happening in the project?
And above all: On whose


commitment will project success depend?
Participation allows project concepts to
grow out of the viewpoints of the affected
persons. 


Participation builds up loyalty to the
project concept. Whoever considers the
project to be his/her “own baby” will also
supply the promised inputs.


This is where the limits of participation
become clear: Only those people should
participate in decision-making who are


really affected by a project
and who contribute to its
success. In other words:
Those who bear responsibil-
ity have the right to co-
decide. But participation


does not automatically mean being includ-
ed in decision-making. Often it is “only” a
question of information and consultation.


In many cases, therefore, different
groups or persons have to participate in
different phases of planning, and partici-
pation is graded according to the given


planning depth. Participation does not mean
that people can co-decide on something
that they will not contribute to or be re-
sponsible for. Otherwise the resulting
plans would be unrealistic and have little
relevance for action.


Feigned participation is worse than
no participation at all. If, for example, a
group in a workshop draws up a concept
believing that they will
be responsible for this
decision but the con-
cept is subsequently
changed at a higher level, this can spell the
end of the group’s motivation and cooper-
ation. Therefore: Consider carefully who
is to have the right of say on what subject.
And do not arouse false expectations.


7.2 Workshops


Workshops are proj-
ect management tools
for specific purposes.
Workshops can be
held to
● transfer information and knowledge;
● improve working relationships within


the team;
● support management functions such


as planning and evaluation.


Workshops supplement other types of
work such as meetings or desk work but
they do not replace them. They are one
element in the process and are not the pro-
cess itself.


Workshops are high energy phases in
the project. They are relatively expensive
and time-consuming. Workshops can be
used to intensively deal with specific sub-
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Beware of solutions
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jects which are difficult to tackle in every-
day project work. The energy generated in
a workshop should not be squandered on
banalities.


Every workshop is like a small project:
The project partners deliberate and reflect
on what they want to achieve and how
they can achieve it. The decision on who
is to attend the workshop, how long it


should last and what
worksteps are to be
planned, depends on
this basic deliberation.
Each workshop should


be tailored to reach its specific target – for
example using the right location, catering,
accommodation, relaxing and livening-up
elements, facilitation, working language,
seating arrangements, visualisation etc.


A different group of participants will
be invited depending on whether the aim
is to disseminate information, consult im-
portant interest groups, take decisions or
relieve group tensions. It is often advisable
to invite different participants at various
phases of the workshop.


In ZOPP, workshops are very suitable
for consolidating information, crystallising
a common understanding of a given situa-
tion, underlining interests and viewpoints,
and deciding on the next steps to be
taken. Workshops have also proven suc-
cessful to clarify needs or solution strate-
gies directly with the affected people, or
to inform funding organisations on major
results of planning and pending decisions. 


Project management is responsible for
workshops and cannot transfer responsibil-
ity to external workshop facilitators. External
experts who support project management
in planning should sometimes be more than
mere facilitators. “Process consultant” is a
more appropriate descriptor for them.


Planning is a job to be carried out in
partnership. Partnership is not served if
GTZ prescribes the workshop, draws up a
list of participants and arrives with ready-
made concepts. The partners may then be
heard to say “we’ve been zopped”.


Visualisation techniques in workshops
have proven very successful i.e. coloured
cards and pinboards. Communication is im-
proved when hearing is supplemented by
seeing. Visualisation prevents any thoughts
from being forgotten, and raises the chance
that attention will be paid to opinions and
viewpoints of participants who would
otherwise not speak up.


Some appropriate methods to deal with
workshops are: Facilitation, visualisation,
group work, video.
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What details have to be recorded during
the project cycle depends on the informa-
tion needs of the participating organisa-
tions and people.


The partner government and BMZ have
the task of development-policy decision-


making, overall control and
provision of funding. In re-
turn they need transparent
and clear data on the ratio-
nale and objectives of the
project, the strategy and the
costs involved. The partner


organisations and GTZ are responsible for
ensuring that in the scope of cooperation,
the inputs are provided in line with the
commission and in agreement with the
given corporate principles. For this purpose
the management of these organisations need
“aggregated” information on the course of
the project and its impacts. 


The closer anyone stands to the proj-
ect on the ground, the more information
they require. Detailed information on proj-
ect operations and impacts is only required
by the partner’s project management
and the GTZ team on site. The tar-
get groups and other participants
in the project need information
on what is exactly expected of
them and what they can expect
of others.


The project planning matrix
(PPM) has proven expedient in pro-
viding information particularly for actors
at a distance or at the political level. The
American original matrix was called the
logical framework. It provides “at one
glance” an insight into the major elements


of the plan and how they relate to each
other. It is used in some form or another by
practically all development cooperation
organisations. It is also used for in-house
decision-making at GTZ.


It is seldom possible to present all
planning information in one single project
planning matrix. And often this is not even
necessary because seldom do all participants
need all the information. An expedient vari-
ant of the matrix to provide basic infor-
mation on the project is explained in Fig. 5.


The terms used in this matrix 4 were
described in chapters 2 to 4. There are
many different ways of using the matrix.
For a programme, for example, it could be
expedient to draw up an overall matrix
and then use a sepa-
rate matrix for each
component. Or the
project and the Ger-
man contribution could be described in
two separate project planning matrices
whose contents would, of course, be close-
ly linked (i.e. a PPM for the German con-


tribution). This has the advantage of
clearly differentiating the respon-


sibilities in cooperation.
If alternative ways of sum-


marising planning are already
being successfully used in a
given situation they can also be


taken on. The information can
then be transferred into a project


planning matrix outside the participative
planning process, if it is assured that agree-
ments are not then unilaterally changed.


The project planning matrix aims to
make planning transparent. The logical links
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8 The project 


planning matrix (PPM)


The project planning 
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ing the right goggles and


who can hold their breath


long enough can see the
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the different actors


4 In GTZ's offers to BMZ only four project planning levels are given i.e. overall goal, project purpose, results and activities. The devel-
opment goal level is not explicitly described.


The PPM 
is not rigid







between its cells help
in reviewing the plan’s
plausibility. We always


have to be aware of the danger that the
attempt to find a logical relationship between
results and goals will become too far fetched
from practical reality.


Practical hints for work with PPMs:
● When something is written into the


project planning matrix, it gives the
impression that it is now a “higher
truth”.


● A plan written as a narrative can give
the impression of being complete.
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When moulding the plan into a proj-
ect planning matrix, however, gaps
become visible e.g. in the indicator
cells. Everyone suddenly begins to
look just at what is missing. This can
be a good sign because it shows that
the orientation is not complete, but it
can also have a paralysing effect if, for
want of perfecting the plan, we don’t
stride into action. 


● A matrix which is just carried along
unchanged for many years is often


not worth the paper it is written on.
Changes can be made at any point
whatsoever. The deeper the level of
planning, the more frequent are the
changes.
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FINAL REMARKS


There is often an enormous step between a
guide and practical action. Whoever reads
this text hoping for more practical hints and
planning tools may be a little disappointed.
Other readers may welcome the guide’s
open character because it turns away from
rigid rules and schematic procedures and
helps them develop their own ideas on how
to shape a planning process. Perhaps some


readers feel that the information given is not
detailed enough. The guide has been limited
to providing a common platform for differ-
ent positions, where practitioners them-
selves can design and further develop ZOPP. 


9 Final remarks
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1.  Genesis
ZOPP’s history began when GTZ was
established as a corporation under private
law in 1975. The general intention of
making technical cooperation more flex-
ible and efficient was reflected not only in
GTZ’s legal status as a company, but also
by the introduction of modern manage-
ment instruments. Interest soon centred
on the well-known logical framework
approach (LFA) as a comprehensive man-
agement tool on which to base planning,
implementation and evaluation.


BMZ had requested GTZ to test the
logical framework approach in projects as
early as the seventies. After initial positive
experiences had been gathered, GTZ applied
it in a pilot phase in 1980/81 and further
developed LFA into the ZOPP (zielorien-
tierte Projektplanung) Objectives -oriented
Project Planning system. ZOPP contained
new steps such as participation analysis,
problem analysis and objectives analysis.
Teamwork in interdisciplinary workshops
in which GTZ, its partner organisations and
the target groups all took part, became
standard procedure.


Even a new professional profile was
created – the ZOPP workshop facilitator.
Hundreds of workshop facilitators were
trained in Germany and in partner coun-
tries. 


ZOPP workshops used visualisation
techniques such as small coloured cards to
express the different worksteps and results.


2.  Logical framework
GTZ incorporated the logical framework
or logframe approach into ZOPP. The orig-
inal logframe had 16 cells containing the
major elements of the management-by-ob-
jectives approach to project implementa-
tion. The matrix cells are organised in four
columns along a logical structure. The left-


hand column contains the project’s devel-
opment hypothesis and the “overall goal”,
“project purpose”, “results” and “activities”,
all connected by “if-then”-links. The second
column contains “objectively verifiable in-
dicators” for the overall goal, the project
purpose and the results. The third column
allocates “sources of verification” for the
indicators and the fourth column contains
the “assumptions” for each planning level.
The cell containing the “specification of
inputs and costs” is attached to the “activi-
ties” cell. Project management is respon-
sible for the “results”, “activities” and “speci-
fication of inputs/costs” cells (i.e. the man-
ageable dimensions).


3.  Introduction
A GTZ in-house organisational instruction
formally introduced ZOPP into project
planning on a provisional basis in 1983,
and ZOPP became binding when it entered
GTZ’s organisational manual as regulation
No. 4211 in 1987, forming an integral part
of the project cycle.


By the end of 1988, GTZ had trained
all managers and staff concerned with proj-
ect implementation, and also its sub-con-
tractors, in the ZOPP method and how to
use it. Mastering ZOPP became an essential
pre-condition for promotion and careers.
Even to date, intensive ZOPP training pro-
grammes are carried out at all levels both
in Germany and abroad.


ZOPP became a GTZ trademark in its
partner countries.


When GTZ re-organised along regional
lines in 1989, and the Planning and Devel-
opment Department was created, respon-
sibility for applying ZOPP changed, but
not its contents or its binding character.
Gradually and in coordination with its
principal commissioning body, BMZ, GTZ
organised all project management instru-
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ments along the ZOPP structure. For ex-
ample, project briefs, project progress
reports and progress reviews were all
structured to match ZOPP.


4.  Dissemination
GTZ encountered positive reactions from
its project partners. The words “the donors
are beginning to listen to us for the first
time” were often heard. The strict logical
structure, the orientation to problems and
the trans-hierarchical participative approach
to work were particularly well received.
Many partner organisations began to apply
an approach similar to ZOPP in their own
organisations.


Other international cooperation insti-
tutions such as NORAD, DANIDA, the ADB,
the European Union, Japan’s FASID and the
Swiss DEH became interested in this
method. ZOPP in its various forms has
become a regular feature on the curricula
of numerous universities, particularly in
studies relating to developing countries.


5.  Criticism
In the nineties, several critical points became
the subject of debate both in the general
project environment and at GTZ itself.
Although this was not intended by either
the ZOPP documents or training courses,
many ZOPP seminars had become sche-
matic rituals which did not sufficiently
take into account the varied situations
encountered in different projects. 


ZOPP workshop participants sometimes
got the feeling they were passive objects in
a “workshop screenplay” which they could
not fully understand. Many staff members,
partners and representatives of target groups
experienced ZOPP as being an instrument
of power dictated by GTZ Head Office.
People felt they had been “zopped”. The
artificial workshop situations generated proj-
ect concepts which merely amounted to a
coincidental reflection of the specific work-
shop day rather than being really feasible


and realistic plans and representing a sus-
tainable and workable compromise. For
many people involved, ZOPP came down
to just a workshop and coloured cards and
had little to do with the practical reality of
everyday project work.


By reducing project planning just to
workshops, too little attention was paid to
target-group participation in planning and
to obtaining differentiated perceptions of
the varied viewpoints of the affected peo-
ple – and this was quite contrary to ZOPP’s
real intention.


For numerous planning officers ZOPP’s
rigid orientation to problems paralysed
their efforts, because this approach made
it necessary to take a retrospective, back-
ward-looking view of the situation, tempt-
ing to emphasise the search for who was
to blame.


Between 1992 and 1995 GTZ actively
tackled these mis-developments in the
ZOPP system. An in-house project was set
up entitled “Planning and Sustainability”.
In the scope of this project GTZ better
defined what it understands by quality in
project management, it flexibilised the
procedure for project preparation and
developed its “project cycle management”.


6. Further development
Parallel to the unsatisfactory applications
of ZOPP and also in order to specifically
address the critical voices heard, numer-
ous new forms of project planning were
developed in practice. Creative workshop
facilitators incorporated “non-scheduled ele-
ments” into workshops, changed the se-
quence of the ZOPP steps, deleted steps
or introduced completely new ones. ZOPP
began to live, in an uncoordinated and
self-organised way.


As an alternative to the original ZOPP
procedure, new sequences were developed,
e.g. the SINFONIE®‚ 12-step toolbox which
aims to help better understand the systemic
relationships and develop strategies for
action in complex systems.
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GTZ decided to “deregulate” in-house
procedures. As early as 1990 hints on how
to use ZOPP more efficiently and flexibly
were incorporated into its organisational
manual. In 1996, regulation 4211 was re-
placed by a guide on “Standard Procedure”
(see annex 1). Finally, in the course of the
corporate decentralisation process (1996
to 1998), GTZ’s Directors General decided
to deregulate all organisational project
directives except those to which GTZ was
bound by outside rules. Project steps can
now be designed flexibly in agreement
with all involved.


From 1993 to 1996 BMZ carried out a
review of ZOPP in theory and practice.
The findings: ZOPP should be retained at
all events. But its concept and implemen-
tation should be reviewed. ZOPP must
become more realistic and better account
for social contexts.
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Overview of PRA tools 


 


Thematic area PRA tool 
General and basic information Tool 1: Transect walk 


Tool 2: Resource map 
Tool 3: Brief village history 
Tool 4: Seasonal calendar 


A. Land use planning and land allocation Tool 2: Resource map 
B. Paddy and upland cultivation Tool 5: Wet rice cultivation 


Tool 6: Upland cultivation 
C. Home garden and cash crops Tool 7: Fruit trees, home garden and cash 


crops  
D. Livestock Tool 8: Livestock 
E. Forestry Tool 9: Assessment of forestry 


Tool 10: Forest products and Non-timber forest 
products (NTFP) 


F. Economy, marketing and input supply Tool 11: Wealth ranking 
Tool 12: Assessment of market, trading and 


input supply system 
G. Organizational development Tool 13: VENN diagram 
H. Education and health Tool 14: Assessment of education 


Tool 15: Assessment of health care 
I. Infrastructure Tool 16: Assessment of transportation system 


Tool 17: Assessment of irrigation system 
J. Other issues (culture, …) Tool 18: Drinking water and water supply 


Tool 19: Women issues  
 Tool 20: Village meeting to discuss PRA 


findings, to review mid-term VDP 
proposal and priority ranking for yearly 
VDP  
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What is PRA? 


PRA is a methodology that enable rural people to share, enhance and analyse their knowledge of life 
and conditions, and to plan and act and to monitor and evaluate. The role of the outsider is that of a 
catalyst, a facilitator of processes within a community.  
 (adapted from Chambers) 


In the VDP/CDP process, PRA tools are used to analyse the current situation, potential and problems 
and their causes, figure out possible solutions and identify relevant activites for different thematic 
areas. These tools are used during the village appraisal which is made by the VDP working group, 
with support of the CDP facilitation team.  
 


How to use PRA? 


The VDP working group has to be split up into small groups with around 5 villagers each. However, it 
is possible to expand the number of participants if more people like to join. 


The work is facilitated and documented by the CDP facilitation team which have to ensure three main 
roles during the village appraisal in the field and at the village meetings: 
• PRA facilitator 
• Note-taker 
• Team leader 


During the PRA exercise women should be particularly encouraged to participate to the discussion. 


At the end of each PRA session, the VDP working group members figure out relevant activities to be 
considered for the Village Development Plan. 
  


PRA team members 


PRA facilitator 


Role: Facilitation of the PRA tools and identification of VDP activities 
Activities:  
 


 introduce the PRA tool to the VDP working group  
 facilitate the process  
 act as a catalyst between the individuals of the group  
 find ways of integrating dominant and quiet people and make sure that all group 


members are able to express their opinions  
 make sure that the group keeps to the topic but is also flexible in handling 


additional important information  
 repeat in own words what people say in order to confirm that there is a good 


understanding of the discussion  
 take care of time management  


Attitudes:  
 


 have flexibility, patience and a sense of humour 
 avoid to use complicated terms and words 
 talk the local language 
 encourage and motivate people 
 “hand over the stick” to the community group as much as possible 
 keep a low profile during the event 
 listen carefully to any group member and don’t teach, involve quiet and 


marginalised people 
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NOTE - TAKER 


Role: Documentation of all important information and relevant observation while 
implementing PRA tools 


Activities:  
 


 bring along A4 paper for copying what is drawn on the ground or on large size Ao 
paper 


 bring along the all necessary materials  
 observe the event from the background  
 write down all important information  
 assist the facilitator in an indirect way by giving signs  
 support the facilitator directly by asking questions, if the situation requires it 
 take care that participants copie any visualised subject (map, diagram etc.) on a 


sheet of paper immediately after the event  
 observe and facilitate the copying, ensure that the copy resembles the original, has 


a legend, a date, and place   
 sit together with the facilitator and discuss the notes after the end of the event 


Attitudes:  
 


 good observer  
 even though the role of the note-taker during the event is more of a passive one, 


nevertheless he/she has the main responsibility for transforming the notes into 
useful results and for visualising them to the whole team  


 familiar with the language used  
 able to visualise and present results to the PRA team briefly and precisely 


 
 
 
PRA TEAM LEADER  
Role: Team leading during the PRA implementation  
Activities:  
 


- Be responsible for the CDP facilitation team during PRA event 
- Be responsible for all organisational and logistical matters concerning the PRA 


field work and village meetings  
- moderate the PRA workshop and evaluation meetings during the evening  
- Introduces the PRA-team to the community (or organises it)  
- Takes care that the events can start in time  
- Assists the sub-teams if they have any problems  
- Co-ordinates the village workshop events and facilitates the group presentation  
- Facilitates the summarising and documentation process of the smaller teams, that 


have used a PRA tool  
 Stays in close contact with link persons and the opinion leaders during the whole 


workshop (e.g. in order to know who participates in the different events) 
Attitudes:  
 


- well organized 
- kind and patient at all the time, keeps a cool head if things go wrong 
- Sense of humour 
- keeps low profile 
- listens, observes, consults 
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Tool 1:  TRANSECT WALK  


Number of participants: male: female: 


 
Description: The transect walk is a tool to discuss information related to land use of the 


village. Transects are done with structured walks through typical village 
landscape. Such walks can cover part of the village or the entire village, taking 
an hour or up to some hours. Transects consist of two elements: the walk and 
and a diagram that records the information of the walks. 


Objectives: Identify typical land use types and their characteristics in terms of soil quality, 
vegetation, land tenure, socio-economy, gender, etc. 


With whom: Mixed group of farmers (female and male) 
 
 
Step 1:    Assess current situation 


Undertake transect walk &  
draw diagram 
  
 
 
 
 


Land use type: Paddy Irr. Housing Home garden Natural forest 
Soil & soil quality      
Crops, vegetation      
Land tenure      
Income generation      
…      
Potentials, best 
practices 


     


Problems      
Solutions      
 
 
 
Step 2:  Figure out potentials, best practices, important problems and their causes 
 
Land unit  Best practices, 


potentials 
Main problems Causes 


Paddy    
Housing    
Home garden    
…    
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Step 3:  Find out solutions for the problems 


Solutions 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)


 
 


        


 
 


        


 
 


        


 
 


        


 
 


        


 
 


                    Helvetas 







 7


Tool 2:  RESOURCE MAP 


Number of participants: male: female: 


 
Description: The Village Resource Map is a tool that helps us to learn about a community 


and its resource base. The primary concern is not to develop an accurate map 
but to get useful information about local perceptions of resources. The VDP 
working group members should further develop and detail the content of the 
map according to what is important to them. 


Objectives: To learn the villagers' perception of what natural resources are found in the 
community and how they are used. 


With whom: Female and male focus groups 


How to facilitate: The Village Resource Map is a good tool to begin with. It helps initiate 
discussion among the community and with the CDP facilitation team. All team 
members should observe the mapping exercise because it provides an overall 
orientation to the features of the community and its resources. The resource map 
should be designed on a formerly prepared large size Ao paper. 


 It’s recommended to use this tool in separate groups of men and women in the 
village. This is because women and men may use different resources. Women 
may draw the resources which are important for them (like water sources, 
firewood sources, etc).  


 
 
Step 1:  Assess current situation 


Key questions:  
 What resources are abundant (potential)?  
 What resources are scarce? 
 Does everyone have equal access to land? 
 Do women have access to land? 
 Do the poor have access to land? 
 Who makes decision on land allocation? 
 Where do people go to collect water?  Who collects water? 
 Where do people go to collect firewood?  Who collects firewood? 
 Where do people go graze livestock? 
 What kind of development activities do you carry out as a whole community? Where? 
 … 
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Step 2:  Figure out the three most important problems and their causes 


Problems Causes 
 Which resource do you have the most 


problem with? 
 What are the causes of the problem? 


 
 


 


 
 


 


 
 
Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising 


practices  (Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 3:   BRIEF VILLAGE HISTORY  


Number of participants: male: female: 


 
Description:  


This tool helps the villagers to remind all important events which 
happened in the village in the past. It also helps villagers of the 
community to be aware of their effort passing each period of their 
recent history. 


Objectives:  


 Find out general information and important events in the recent 
village history. 


 


Time Major events 


Meaning of village 
name 


 


Village foundation   


 
1930->1954 


 
 
 
 


 
1954 ->1975 


 
 
 
 


 
1975 ->1990 


 
 
 


 
1990 - >today 


 
 


Future trends and 
general ideas for 
long-term 
development plan 
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Tool 4:  SEASONAL CALENDAR 


Number of participants: male: female: 


 
Description: A seasonal calendar is a participatory tool to explore seasonal changes (e.g. gender-


specific workload, diseases, income, expenditure etc.). 


Objective: Learn about changes in livelihoods over the year and to show the seasonality of 
agricultural and non agricultural workload, food availability, human diseases, gender-
specific income and expenditure, water, forage, credit. 


Methods : The VDP working group discuss and fill in the form with the values (quantity, 
intensity, …) for each topic (see sample)                                                             


With whom: Mixed group for women and men  


 
How to facilitate:  
1. Find a large open space for the group work. The calendar can be drawn on the ground, on the floor 


or on a large size Ao paper.  
2. Ask the participants to draw a matrix, indicating each month along one axis.  
3. It usually easiest to start the calendar by asking about rainfall patterns. Choose a symbol for rain 


and put/draw it next to the first column which participants will now use to illustrate the rainfall. 
Ask the group to put stones under each month of the calendar to represent relative amounts of 
rainfall (more stones meaning more rainfall).  


4. Move to the next topic and ask people during which period the intensity for agriculture activities is 
high.  


5. Go on like this, meaning topic by topic. 
6. After the calendar is finished ask the group which linkages they see among the different topics of 


the calendar. Encourage the group to discuss what they see on the calendar and when is the most 
appropriate season for additional activities for men and women?  
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Step 1:  Assess current situation 


 
 


 


 


 


 


Month 1 2 3 4 5 6 7 8 9 10 11 12 


Intensity agriculture 
activities             


Intensity of forestry 
activities             


Agriculture work 
load for women             


Agriculture work 
load for men             


Non-agriculture 
work load for women             


Non-agriculture 
work load for men             


Food scarcity   
 


           


Income for women   
 


           


Income for men   
 


           


Expenditure for 
women  


 
 


           


Expenditure for 
women              


Livestock forage 
availability              


Credit availability   
 


           


 
 
Step 2:  Figure out the three most important problems and their causes 


Problems Causes 
 time constraints? 
 limited financial resources? 


 What are the causes of the problem? 


 
 


 


  


Rainfall 
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Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 5:   WET RICE CULTIVATION  


Number of participants: male: female: 


 
Objectives:  


 Assess wet rice production in the village: level of 
intensity, variety use, productivity and efficiency 


 Identify promising practices and main problems  
 Figure out appropriate solutions and activities 


 
 
Step 1:  Assess current situation 
 
Rice variety use and cultivation techniques 
 
Main varieties and their productivity used in the 
village  


 


New varieties and their productivity used in the 
village  


 
 


Number of households having been used new 
varieties 


 
 
Summer crop: Varieties used in upcoming seasons 
Winter crop:           


Fertilisers used for wet rice  
 


Disease and insects destroying wet rice    
 


Existence of promising practices  
 


  
 


 
 
 
Step 2:  Figure out the three most important problems and their causes 


Problems Causes 
 What constraints for intensive wet rice 


cultivation system 
 What are the causes of the 


problem/constraints? 
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Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 6:   UPLAND CULTIVATION  


Number of participants: male: female: 


 
Objectives:  


 Assess upland cultivation crops and cultivation 
techniques in the village: level of intensity, variety 
use, productivity and efficiency 


 Identify promising practices and main problems 
 Figure out appropriate solutions and activities 


 
 
Step 1:  Assess current situation 
 
Crop and crop variety use and cultivation techniques 
 


Corn 
Hilly rice 
 


Main crops, crop varieties and their 
productivity used in the village  


 
Corn  
Hilly rice 
 


New varieties and their productivity used in 
the village  


 
Corn 
Hilly rice 
 


Number of households are using new 
varieties 


 
Fertilisers used   


 
Disease and insects destroying the crops    


 
Methods to reduce soil erosion and/or to 
increase soil fertility 


 
 


Existing promising crops and varieties   
Existing promising cultivation techniques  
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Step 2:  Figure out the three most important problems and their causes 


Problems Causes 
 
 


 


 
 


 


 
 


 


 
Step 3:  Find out solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
 
Step 4:  Define relevant activities to overcome the problems  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 7:   FRUIT TREES, HOME GARDEN AND CASH CROPS  


Number of participants: male: female: 


 
Objectives:  


 Identify the most important fruit trees, home garden and cash crops  
in terms of food provision & related income generation in the village 


 Identify promising practices and main problems 
 Figure out appropriate solutions and activities 


 
Step 1:  Assess current situation 
 
Make a matrix to compare 
different plants/trees: agree on 
plants to be included, and on 
comparision criteria to be used 


  


    
Score:    


 
 
 


 
 


Food provision     
Income generation     
Disease resistance     
Drought resistance     
Fast growing     
….     
TOTAL     
RANK     
 
 
Step 2:  Figure out potentials, promising practices, important problems and their causes 
 
Type of tree / plant Promising practices,  


potentials 
Problems Causes 


    
    
    
 
 


Step 3:  Find out solutions for the problems 


Solutions 
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Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  
(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 8:   LIVESTOCK  


Number of participants: male: female: 


 
Objectives:  


 Identify the most important animals in the village 
 Identify promising practices and main problems 
 Figure out appropriate solutions and activities 


 
Step 1:  Assess current situation 
 
a. Make a matrix to compare 
different animals: agree on animals 
to be included, and on comparision 
criteria to be used     


Score:  
 


 
   


 
Current quantity in the village     
Food provision for human     
Income generation     
Disease resistance     
Availability of animal fodder     
Raising techniques     
….     
TOTAL     
RANK     
 
 
b. Get additional information on animal raising in the village: 
Land availability for 
animals raising 


 


Village regulations on 
disease management 


 


Veterinary service of 
district (quality) 


 


Veterinary staff in the 
village/commune 
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Step 2:  Figure out potentials, promising practices, important problems and their causes 
 
Type animal Promising practices/ 


potentials 
Problems Causes 


 
 


   


 
 


   


 
 


   


 
 


Step 3:  Find out solutions for the problems 


Solutions 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 9:   ASSESSMENT OF FORESTRY  


Number of participants: male: female: 


 


Objectives: • Analyse the situation of forest management, utilisation and protection. 
• Analyze implementation of government programs and development projects  
• Identify promising practices and main problems 
• Figure out appropriate solutions and activities 


With whom: Mixed male and femal focus group  
 
Step 1:  Assess current situation 


 Review existing forest types: production forest, protection forest, special use forest 
 Discuss current situation of forest land allocation 
 Assess how forests are currently managed, used and protected in the village (commune) 
 Assess regulations related to forest management, forest use and/or protection 
 Analyze how activities of governmental programs and of development projects are implemented 


(what activities, how implemented, achieved results) 
 … 


 
 
 
 
Step 2:  Figure out promising practices, potentials, important problems and their causes 
 
Promising practices/ 
potentials: 


 


  
Problems Causes 
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Step 3:  Find out solutions for the problems 


Solutions 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 10: FOREST PRODUCTS AND NON-TIMBER FOREST PRODUCTS (NTFP)  
Number of participants: male: female: 
 
Objectives:  


 Identify the most important forest and non-timber forest products & 
related income generation in the village 


 Identify promising practices and main problems 
 Figure out appropriate solutions and activities 


Step 1:  Assess current situation 


Make a matrix to compare 
different forest products and 
NTFPs: agree on plants to be 
included, and on comparision 
criteria to be used 


 Bamboo  Rattan Hat making 
plant Honey 


Score:    
 


 
 


 
 


Food provision     
Income generation     
Fast growing / productivity     
Collecting time     
     
….     
TOTAL     
RANK     
 
 
Step 2:  Figure out potentials, promising practices, important problems and their causes 
 
Type of product/ 
plant 


Promising practices/ 
potentials 


Problems Causes 


 
 


   


 
 


   


 
 


   


 
 


 
Step 3:  Find out solutions for the problems 
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Solutions 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 11: Wealth ranking 


Number of participants: male: female: 


 


Objectives: •  Identify and understand local criteria of wealth 
•  Address livelihood concerns for different wealth groups in the community, 


especially for the poor 
•  Figure out appropriate solutions and activities 


Method: Ranking 


With whom: Some key informants who know the community well. The exercise is facilitated 
by 2 members of the facilitation team  


How to facilitate:  
1.  A numbered list is made of all the households of the 


village and the name of each household head and 
corresponding household number is written on a separate 
card  


2.  Some key informants who know the village and its 
inhabitants very well are asked to sort the cards in as 
many piles as there are wealth categories in the community, using their own criteria 


L−êng th 
Lß v¨n Thanh 


Hµ thÞ Khiªt 


Lß V¨n Ban 


3.  After sorting, ask the informants for the wealth criteria for each pile and differences between the 
piles. Assure the informants of confidentiality and do not discuss the ranks of individual families, 
so as not to cause bad feelings within the community 


4.  List local criteria derived from the ranking discussion. Note down for each household the 
categorie number (on household list)  


 
Step 1:  Assess current situation 


Identification of criteria for each 
wealth categorie 
 Wealth criteria: 


 Housing  
Property, 


transportation 
means 


Food 
sufficiency 


Number of 
animal 


 
... 


Category 1      


Category 2      


Category 3      


Category 4      
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Step 2:  Figure out important problems and their causes 


Discuss the main problems of the poor household groups 
 
Problems Causes 
 
 


 


 
 


 


 
 


 


 
 
Step 3:  Find out solutions for the problems 


Solutions 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 12:  ASSESSMENT OF MARKET, TRADING AND INPUT SUPPLY SYSTEM  


Number of participants: male: female: 


Objectives: • Identify the most important products which 
are traded with the village 


 • Identify potentials and main problems 
related to market, trading and input supply 
system 


 • Figure out appropriate solutions and 
activities 


Method: Focus group discussion 
 
Step 1:  Assess current situation 


 What are the most important products (agriculture, forestry products) which are traded with the 
village? What products are sold? What products are bougtht?  


 How the products are traded? Within the village/commune, on the district market, by local 
traders, by traders coming from outside the district? 


 How inputs for agricultural production is provided to farmers? On local market, district market, 
by traders from outside the district? 


 ... 


 


Tip: a list with products can be established. Importance of sold and bought products can be ranked 
from 1 to 10. 


 
 
Step 2:  Figure out potentials, important problems and their causes 
 
Potentials:  


 
  
Problems Causes 
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Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 13:  VENN DIAGRAM 


Number of participants: male: female: 


 
Description:  
The Venn Diagram shows institutions, organisations, groups and important individuals found in the 
village, as well as the villagers view of their importance in the community. Additionally the diagram 
explains who participates in these groups in terms of gender and wealth. The institutional relationship 
diagram also indicates how close the contact and cooperation between those organisations and groups 
is.  


Objectives:  
 Identify external and internal organisations/groups/important persons active in the community  
 Identify who participates in local organisations/institutions by gender and wealth  
 Figure out how the different organisations and groups relate to each other in terms of contact, co-


operation, flow of information and provision of services. 
 
Step 1:  Assess current situation 


How to facilitate the process?  
1. Make sure that you have all material that is needed. You can a) either draw and write with a stick 


on a soft ground or b) you might use a Ao paper, pencil and markers. If you decide to use paper, 
people should first use a pencil to be able to still change the size of the circles that the participants 
will draw.  


2. Explain to the participants the three objectives (see above) of the Venn Diagram on institutions.  
3. Ask the participants which organisations/institutions/groups are found in the village and which 


other ones from elsewhere are working with them. Make sure that they also think of the small not 
formal groups like e.g. neighbourhood committees. Following question is useful to ask:  
 which local groups are organised along environmental issues (water, grazing, arable land), 


economic issues (saving, credit, agriculture, livestock), social issues (health, literacy, religion, 
tradition, education, sport). Who makes important decisions in the village?  


 write down all the institutions that have been mentioned.  
4. Draw a big circle in the centre of the paper or on the ground that represents the village.  
5. Discuss for each organisation how important they are for the villagers. The most important ones 


are then drawn as a big circle and the less important ones as smaller circles.  
6. Discuss in which way the villagers benefit from the different organisations.  
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7. Show the degree of contact/co-operation between the community and those institutions by 
distance between the circles as follows:  


largely distanced circles: no or little contact or co-operation 


circles close to each other: only loose contacts exist 


touching circles: some co-operation 


overlapping circles: close co-operation 
 


8. Identify which institutions are only accepting women or men as members. Are their any 
institutions or groups that do provide services either only for men or only for women? Show the 
answers by marking the circles with a common symbol for men or women.  


9. Discuss in which organisations poor people do not participate and why. Mark such institutions on 
the diagram by using a symbol for poor. 


 
 
Step 2:  Figure out potentials, important problems and their causes 
 
Potentials:  


 
  
Problems Causes 
 
 


 


 
 


 


 
 


 


 
 
 
Step 3:  Find out possible solutions for the three problems 


Solutions 
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Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  
(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 14:  ASSESSMENT OF EDUCATION 


Number of participant: male: female: 


Objectives:  
 Describe the situation of education for the village 
 Identify main problems related to school attendance of children  
 Figure out appropriate solutions and related activities 


With whom:  


Mixed male and femal focus group  
 
Step 1:  Assess current situation 


 What is the current situation of eduction in the village? Where the children go to school for the 
different levels 


 Is there any activities related to environmental education 


 ... 
 
 
Step 2:  Figure out the three most important problems and their causes 
  
Problems Causes 
Main problems related to school attendance of 
the children 


 


  
  
 
 
Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 15:  ASSESSMENT OF HEALTH CARE 


Number of participants: male: female: 


Objectives:  
 Describe the situation of health care of the village 
 Identify main problems related to health care  
 Figure out appropriate solutions and related activities 


With whom:  


Mixed male and femal focus group  


Step 1:  Assess current situation 


 What are most important diseases and accidents in the village?  


 What is the current situation of health care in the village?  


 ... 


 
 
 
Step 2:  Figure out the three most important problems and their causes 
  
Problems Causes 
What are the most important problems related to 
health care in the village? 


 


  
  
 
 
Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 16:  ASSESSMENT OF TRANSPORTATION SYSTEM 


Number of participant: male: female: 


 
Objective:  


Analyse the existing conditions of the existing road 
infrastructure system in order to identify the 
measurements to improve it 
 
 
 
 


Step 1:  Assess current situation 


 Draw the type of roads and bridges with different colors or symbols on the prepared village map 
(size: Ao paper) using following legend: 


Type of roads and bridges:  
Inter-village road 
Road linking village, commune and district 
Bridge, temporary culvert (bamboo, low quality wood) 
Bridge, solid culvert (ferro-concrete) 
Hanging bridge 


 Identify the most important roads and bridges in terms of economical development of the village 


 Review the quality of roads and bridges  


 ... 
 
 
Step 2:  Figure out the three most important problems and their causes 
  
Problems Causes 
  
  
  
 
 
Step 3:  Find out possible solutions for the three problems 


Solutions 
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Step 4:  Identify relevant activities to tackle the problems    


(Attention: it is important to rank the priority of the activities) 
 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)


 
 


        


 
 


        


 
 


        


 
 


        


 
 


        


 


                    Helvetas 







 38


Tool 17:  ASSESSMENT OF IRRIGATION SYSTEM 


Number of participants: male: female: 


 


Objectives:  
 Assess the situation of the existing irrigation system, irrigation and drainage capacity, the 


management responsibility and construction & maintenance implementation 
 Identify the demands of villagers to expand existing irrigation perimeters and to construct other 


irrigation system 
 Figure out appropriate solutions and related activities 


 
Step 1:  Assess current situation 


a. Draw all irrigation perimeters, important sources, and streams with different colors or symbols on 
the prepared village map (size: Ao paper)  


b. Characterize the different irrigation systems by using the table as follows:  


 Irrigation  system 1 Irrigation system  … 


Name of the construction (water 
source, stream’s name) 


  


Type of soil in irrigated area (valley, 
field, terrace) 


  


Irrigated area in summer   
Irrigated area in spring   
Size (length, depth) of the dam or 
other water supply system. 


  


Number and total length of the 
channels 


  


Number and total length of concrete 
channels 


  


Decision maker of water 
distribution, define the time to close 
and open the channels?  


  


Level of maintenance and how many 
days per year have maintenance ?  


  


Maintenance responsibility and 
implementation 


  


Yearly budget for irrigation/drainage 
(irrigation fee) 


  


 


c. Review the situation of the different irrigation perimeters and identify the needs for improvement, 
reparation, upgrading and new construction. Draw the review results on the map  
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Step 2:  Figure out the three most important problems and their causes 
  
Problems Causes 
 
 


 


 
 


 


 
 


 


 
 
Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)


 
 


        


 
 


        


 
 


        


 
 


        


 
 


        


 


                    Helvetas 







 40


Tool 18:  DRINKING WATER AND WATER SUPPLY 


Number of participant: male: female: 


Objectives:  
 Describe the situation of drinking water and water supply for home use in the village 
 Identify main problems related to drinking water and water supply  
 Figure out appropriate solutions and related activities 


With whom:  


Mixed male and femal focus group  


Step 1:  Assess current situation 


 How the households get drinking water and water for daily use? From wells, sources, streams, 
rain water, ...?  


 How is the quality of the drinking water?  


 ... 
 
 
Step 2:  Figure out the three most important problems and their causes 
  
Problems Causes 
What are the most important problems related to 
drinking water and water supply for home use? 


 


  
  
 
 
Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems    


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 19:  Women issues 


Number of participants: male: female: 


 


Objectives: • Help women to identify and discuss on 
the solutions to improve the their living 
and working condition in the village 


 • Identify promising practices and main 
problems 


 • Figure out appropriate solutions and 
activities 


Method: Focus group discussion 


With whom: Female focus group with female facilitator  
 
Step 1:  Assess current situation 


 What are typical women activities? 


 What are main income sources for women? 


 What are women organizations in the village? 


 ... 


 


 
 
 
Step 2:  Figure out promising practices, potential, important problems and their causes 
 
Promising practices/ 
potentials: 


 


  
Problems Causes 
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Step 3:  Find out possible solutions for the three problems 


Solutions 
 
 
 
 
 
 
 
 
 
Step 4:  Identify relevant activities to tackle the problems or to reinforce promising practices  


(Attention: it is important to rank the priority of the activities) 


Time frame 
Activity Unit Quantity Location Start Finis


h 


Village 
contribution 


External 
contribution


Priority 
(1 to 3)
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Tool 20:   VILLAGE MEETING TO DISCUSS PRA FINDINGS, TO REVIEW MID-
TERM VDP PROPOSAL AND PRIORITY RANKING FOR YEARLY VDP  


Number of participants: male: female: 


 


Objectives: • Inform on VDP process, orientation plans  
   and discuss PRA findings 
• Discuss and finalize and get agreement among 


the village on the Village Development Plan: 
a/ mid-term plan (3-5 years) and b/ upcoming 
yearly plan 


• Prioritize yearly VDP activities for each 
thematic area 


Method: Village meeting of about 3 hours. The 
discussion should be held in the local language 
in case Kinh language isn’t commonly spoken. 


With whom: All households of the village; especially women 
are encouraged to participate. The meeting 
should be mainly facilitated by VDP working 
group, with the support of the CDP facilitation 
team members. 


 
Step 1:  Preparation of the village meeting 


The CDP facilitation team has the responsibility to facilitate the elaboration process of the village 
development plan which base on the results of the PRA findings and activity proposal of the VDP 
working group.  


These results (PRA and activity proposal) have to be discussed during a village meeting whose 
preparation needs sufficient time. PRA findings and the first activity proposal have to be summarized 
on large size Ao paper. They will be used in the village meeting to attract the farmers’ attention and to 
facilitate the discussion. 
 
Step 2:  Explain VDP/CDP and the thematic areas of the plan 


Considering that at this stage not all villagers haven’t been well infomered on VDP, it is recommended 
to give first information on the VDP/CDP process, and related activities done so far in the village. The 
expected outputs of the meeting have to be well explained.  


 
Step 3:  PRA findings for each thematic area 


The VDP working group present and discuss for each thematic area the main PRA findings and related 
activity proposal.  


 
Step 4:  Information on orientation plans 


Existing orientation plans are shortly debriefed to the participants of the village meeting. The purpose 
is to inform the village on existing governmental programs and possible project support. Accordingly 
to the grassroot democracy decree, the orientation plans (including budgets) should be made available. 
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Step 5:  Discuss and agree on VDP: mid-term and upcoming yearly plan  


The VDP consists of two parts: the mid-term and the upcoming yearly plan.  


It is important that the members of the VDP working group inform their colleagues that their VDP 
proposal isn’t a finalized result and that everybody is invited to give comments and express opinions. 
The facilitators should encourage people from weaker groups such as poor households or women to 
participate to the discussion. 
 
Step 6:  Prioritize upcoming yearly VDP activities  


It’s possible that the yearly VDP may consists of too many activities and/or of unrealistic expected 
results (quantites) which don’t correspond to local available resources. For this reason it’s necessary to 
select and prioritize activities and to reach agreement on the plans. All household representatives are 
invited to rank the activities (e.g. with distributing points to preferred activities). Finally three 
activities may be selected for each thematic area.  


 
Step 7:  Consolidation of VDP at village level  


Immediately after the village meeting, the agreed results have to be compiled in a draft VDP, which 
has to be submitted to the commune for its consolidation into the Commune Development Plan (CDP). 
 


PS:  All results have to be written up on A4 paper. These A4 papers are used for consolidating the 
results at the village and commune levels, meanwhile the results on large size paper (Ao) are kept by 
the village, contributing to a transparent planning process. 
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Dự án PTĐT Đồng Hới-Trung tâm Phổ biến Kiến thức: 7. Quản lý Dự án 


QUẢN LÝ DỰ ÁN 
 
Tất cả chúng ta đều phải quản lý dự án. Việc lựa chọn để mua một 


chiếc xe máy hoặc xây dựng một căn nhà riêng… đều là những ví 


dụ về dự án. Đương nhiên, trong lĩnh vực chuyên môn của bạn, có 


nhiều dự án phức tạp hơn liên quan đến những thay đổi, xây dựng 


cơ sở hạ tầng hoặc đào tạo. 


  


Trong tài liệu này, bạn sẽ tìm hiểu về chuyên đề: Thế nào là một dự 


án, làm thế nào để quản lý các loại dự án khác nhau và làm sao để 


quản lý thành công các dự án. 


 


1. Dự án là gì?  
 


Có thể định nghĩa Dự án như sau: "Dự án là một quá trình 


mang đặc thù riêng bao gồm một loạt các hoạt động được 


phối hợp và kiểm soát, có định ngày khởi đầu và kết thúc, 


được thực hiện với những hạn chế về thời gian, chi phí và 


nguồn lực nhằm đạt được mục tiêu phù hợp với những yêu 


cầu cụ thể".  


 


 Định nghĩa này thể hiện hai đặc điểm chủ yếu: 


• Nhiệm vụ có tính đặc thù riêng 


• Phải đáp ứng những yêu cầu cụ thể. 


 


Do vậy: 


• Dự án mang những yếu tố không chắc chắn và rủi ro 


• Dự án chỉ tồn tại trong một thời gian nhất định 


• Dự án yêu cầu có sự kết hợp nhiều nguồn lực đa dạng. 
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Dự án còn có những đặc điểm khác như: 


• Một dự án cá biệt có thể là một phần của một dự án lớn  


• Trong quá trình triển khai thực hiện, các mục tiêu và đặc 


điểm kết quả một số dự án sẽ được xác định lại.   


• Kết quả của dự án có thể là một sản phẩm hoặc một số 


đơn vị của sản phẩm. 


• Bộ máy tổ chức chỉ là tạm thời và được thành lập trong 


thời gian thực hiện dự án 


• Sự tương tác giữa các hoạt động dự án có thể phức tạp. 


 


Dự án Phát triển Đô thị Đồng Hới giai đoạn 3 bắt đầu từ ngày 


1 tháng 7 năm 2003 và sẽ kết thúc vào ngày 30 tháng 6 năm 


2006 với quy mô và nguồn lực đã được xác định. 


 


2. Các loại Dự án 
 


 Dự án đựợc phân loại như sau: 


• Dự án loại 1: mục tiêu và phương pháp thực hiện để đạt 


được những mục tiêu đó đã được xác định rõ ràng 


• Dự án loại 2: mục tiêu được xác định rõ, nhưng phương  


     pháp để đạt được mục tiêu chưa được xác định cụ thể 


• Dự án loại 3: mục tiêu chưa xác định rõ, nhưng phương 


pháp để đạt được mục tiêu thì cụ thể, rõ ràng 


• Dự án loại 4: cả mục tiêu lẫn phương pháp để đạt được 


mục tiêu đều không được xác định rõ ràng. 
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Các loại “tiểu-dự án” của  Dự án PTĐTĐH giai đoạn 3:  
 


 


K
hô


ng
 Loại 2: Thuỷ 


• Quản lý Rác thải rắn 
• Hỗ trợ khu vực tư nhân 


Loại 4: Khí 
• Cải cách Hành chính  
    công 
• Chiến lược Phát triển  
    thành phố 


 C
ó 


Type 1: Thổ 
• Xây bãi rác 
• Quy hoạch Đô thị 
• Bảo trì hệ thống thoát nước 


Type 3: Hoả 
• Phát triển Cộng đồng 
• Đào tạo 


 Có  Không 


Ph
ư
ơ


ng
 p


há
p 


th
ự


c 
hi
ện


 đ
ư
ợ


c 
  x


ác
 đ


in
h 


rõ
 


Nhiều khả năng 
thất bại


Mục tiêu Dự án xác định rõ 
 


 


 


Nhiều khả năng  
thành công 


 


3.  Vòng đời của Dự án 
 


Vì có thời gian khởi đầu và kết thúc nên dự án có một vòng 
đời. Vòng đời của Dự án bao gồm nhiều giai đoạn phát triển 


từ ý tưởng đến việc triển khai nhằm đạt được kết quả của Dự 


án. Trong vòng đời này, công tác quản lý chú trọng vào 


phương thức kiểm soát nhằm giảm thiểu những nguồn lực và 


tiền của dành cho những mục tiêu không chắc chắn. 


 


Khái niệm vòng đời xuất phát từ ba quan điểm sau:  


• Dự án có thời gian khởi đầu và kết thúc 


• Dự án giải quyết một vấn đề hoặc nhằm đạt tới một nhu 


cầu về tổ chức 


• Quá trình quản lý được thực hiện song song với vòng đời. 
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Hầu hết các dự án phát triển sử dụng vòng đời bốn giai đoạn: 


 


 Giai đoạn Tên gọi Những mục tiêu quản lý 
Hình thành  Đề án và • Quy mô và mục tiêu 


khởi xướng • Tính khả thi 
• Ước tính ban đầu +/- 30%
• Đánh giá các khả năng 
• Quyết định triển khai hay 


không  
Phát triển Thiết kế và 


đánh giá 
• Xây dựng Dự án 
• Kế hoạch thực hiện và 


phân bổ nguồn lực 
• Dự toán +/- 10% 
• Kế hoạch ban đầu 
• Phê duyệt 


Trưởng  Thực hiện và 
quản lý 


• Giáo dục và thông tin 
thành • Qui hoạch chi tiết và thiết 


kế  
• Khống chế ở mức +/- 5% 
• Bố trí công việc 
• Theo dõi tiến trình 
• Quản lý và phục hồi 


Kết thúc Hoàn công và 
kết thúc 


• Hoàn thành công việc 
• Sử dụng kết quả 
• Đạt được các mục đích  
• Giải thể nhân viên 
• Kiểm toán và xem xét  


 


Ngân Hàng Thế giới sử dụng vòng đời một cách cụ thể hơn: 


1. Xác định các nội dung của dự án 


2. Chuẩn bị dữ liệu 


3. Đánh giá dữ liệu và lựa chọn giải pháp cho dự án 


4. Đàm phán và huy động thành lập tổ chức dự án 


5. Triển khai bao gồm thiết kế chi tiết và xây dựng dự án  


6. Thực hiện Dự án 


7. Đánh giá tổng kết sau dự án 


 


Dự án Phát triển Đô th ị Đồng Hới 4 
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4. Nội dung quản lý Dự án 
 


 Bảy yếu tố ảnh hưởng đến quản lý dự án: 


 


Hai yếu tố do tác động bên ngoài: 


1. Nguồn tài trợ và chương trình: nguồn tài chính do nhà tài 


trợ và chủ dự án cung cấp, kết quả mong đợi và thời gian 


"hoàn " vốn. 


2. Ảnh hưởng bên ngoài như tác động về chính trị, kinh tế, 


xã hội, pháp lý, môi trường. 


 


Hai yếu tố phát sinh từ chiến lược của dự án: 


3. Thái độ: thể hiện tầm quan trọng của dự án và sự hỗ trợ 


của các bên liên quan. 


4. Xác định: dự án cần xác định rõ phải làm gì, phương pháp 


tiếp cận thiết kế dự án và chiến lược thực hiện. 


 


Ba yếu tố xuất phát từ bên trong tổ chức dự án 


5. Con người: sự quản lý và lãnh đạo 


6. Hệ thống:  kế hoạch, chế độ báo cáo và kiểm soát để đo 


lường tiến độ của dự án      


7. Tổ chức: vai trò, trách nhiệm và quan hệ giữa các bên 


tham gia. 
 
5. Những trở ngại trong Quản lý Dự án 
 


Một số dự án thường gặp phải những trở ngại sau: 
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Dự án PTĐT Đồng Hới-Trung tâm Phổ biến Kiến thức: 7. Quản lý Dự án 


Trở ngại khi hình thành Dự án: 


• Kế hoạch của dự án không khớp với kế hoạch của chủ đầu 


tư 


• Thủ tục quản lý không được xác lập 


• Thứ tự ưu tiên không được thông báo đến các bên liên 


quan  


• Không có tầm nhìn chung. 


 


Trở ngại khi lập kế hoạch: 


• Sử dụng các công cụ quá phức tạp, như phần mềm, chiến 


lược và kế hoạch phức tạp 


• Không khuyến khích sáng tạo 


• Dự tính về nguồn lực không thực tế 


 


Trở ngại trong tổ chức và thực hiện: 


• Thiếu hợp tác trong nội bộ dự án 


• Thiếu phù hợp văn hoá và kém chia sẽ thông tin 


• Nguồn lực không có sẵn khi cần thiết 


• Không thể kiểm tra để biết khả năng địa phương có đủ đáp 


ứng yêu cầu của việc thực thi dự án hay không  


• Trách nhiệm quản lý không xác định hoặc không rõ ràng 


 


Trở ngại trong kiểm soát: 


• Không hiểu mục đích của kiểm soát  


• Không theo dõi tiến độ theo kế hoạch 


• Các cuộc họp đánh giá không hiệu quả 


• Trách nhiệm không đi kèm với quyền hạn. 
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Dự án PTĐT Đồng Hới-Trung tâm Phổ biến Kiến thức: 7. Quản lý Dự án 


6. Những nguyên tắc để Quản lý Dự án hiệu quả 
 


Để vận dụng tốt bảy yếu tố và tránh trở ngại, phương pháp 


quản lý dự án cần dựa theo các nguyên tắc sau đây: 


• Quản lý thông qua chia tách cấu trúc nhằm xác định và 


kiểm soát quy mô, tránh những thay đổi và rủi ro. Cấu trúc 


chia tách là trọng tâm của quản lý dự án vì cách này cho 


phép việc sắp xếp, bố trí một người hoặc một nhóm công 


tác chịu trách nhiệm thực hiện một công đoạn của công 


việc ở một trình độ nhất định. Việc lập kế hoạch và hệ 


thống kiểm soát dựa trên nguyên tắc này. 


• Chú trọng vào kết quả quan trọng hơn chú trọng vào 


công việc. Chúng ta lập kế hoạch dự án để đạt những kết 


quả mà chúng ta mong muốn hơn là lên kế hoạch những 


công việc sẽ tiến hành thực hiện. Nó giúp cho việc kiểm 


soát quy mô được tốt hơn vì chúng ta chỉ tiến hành những 


công việc sẽ mang lại những kết quả mà chúng ta cần đạt 


được. 


• Cân bằng các kết quả phải đạt được thông qua kế hoạch 


chiến lược để đảm bảo rằng kết quả thu được phù hợp với 


mục tiêu của dự án. Thông thường, đội ngũ cán bộ dự án 


chỉ có thể chú trọng vào một lĩnh vực của kết quả, ví như 


chỉ chú ý đến khía cạnh kỹ thuật mà không chú ý đến 


những lĩnh vực quan trọng hơn như phát triển tổ chức và 


đào tạo. 


• Sử dụng cấu trúc báo cáo đơn giản và rõ ràng: Kế 


hoạch cũng phải rõ ràng và đơn giản để mọi người có thể 


biết được họ sẽ đóng góp những gì. Kế hoạch phức tạp sẽ 


gây ra rối ren. Bạn cần sử dụng một cấu trúc báo cáo đơn 


giản và không cần đến phần mềm phức tạp.   
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Dự án PTĐT Đồng Hới-Trung tâm Phổ biến Kiến thức: 7. Quản lý Dự án 


7. Các chức năng quản lý Dự án 
  


Quản lý dự án bao gồm năm chức năng: quy mô, tổ chức, 


chất lượng, chi phí và thời gian. 


  


Quản lý Quy mô 
  


 Quản lý quy mô gồm 4 bước cần thiết sau: 


• Phát triển nội dung thông qua mục tiêu dự án và cơ cấu 


phân nhỏ   


• Xác định quy mô công việc thông qua cơ cấu phân nhỏ 


công việc  


• Uỷ quyền và thực hiện công việc, theo dõi và kiểm soát 


tiến độ 


• Nghiệm thu và đánh giá công việc đã hoàn thành. 


 


Phân nhỏ 
Phân nhỏ là một kỹ thuật chia dự án thành nhiều phần nhỏ để 


quản lý và kiểm soát. Đây là một phương pháp tập trung vào 


kết quả. Ví dụ, dự án PTĐT Đồng Hới được chia thành nhiều 


hợp phần, tiểu hợp phần và tiếp đến là các hoạt động, nhiệm 


vụ và các bước đi. Cơ cấu phân nhỏ phải bao gồm các mốc 


sự kiện. 


 
Định nghĩa  
Chủ yếu là để mô tả: 


• Mục đích: trình bày nhu cầu phát triển mà dự án cần đạt 


được. 


• Quy mô: mô tả ban đầu phương pháp sẽ áp dụng để thoả 


mãn mục đích 


Dự án Phát triển Đô th ị Đồng Hới 8 







Dự án PTĐT Đồng Hới-Trung tâm Phổ biến Kiến thức: 7. Quản lý Dự án 


• Kết quả: đánh giá kết quả việc thực hiện dự án bằng sự đo 


lường đối với định tính và định lượng. 


 
Quản lý Tổ chức Dự án 
 


Mục đích của tổ chức dự án là tập trung các nguồn lực đầy đủ 


và thích hợp (con người, vật liệu và tài chính) để thực hiện 


các hoạt động của dự án nhằm đạt được các mục tiêu một 


cách thành công. 


Quản lý tổ chức Dự án bao gồm: 


• Thương lượng những hợp đồng chính thức và không 


chính thức giữa các bên liên quan 


• Tạo dựng và phát triển các mối quan hệ 


• Xây dựng và duy trì hệ thống thông tin 


• Phân bổ chức năng và trách nhiệm cho mọi cấp độ của 


công việc đã được chia nhỏ 


• Áp dụng cấu trúc báo cáo đơn giản và rõ ràng. 


 


Quản lý Chất lượng 
 


Dự án sẽ được coi là đạt chất lượng nếu kết quả của dự án: 


 


• Đáp ứng các yêu cầu kỹ thuật 


• Phù hợp mục đích  


• Đáp ứng yêu cầu của những bên được hưởng lợi  


• Thoả mãn những bên hưởng lợi. 


 


Quản lý chất lượng dự án dựa trên mô hình năm yếu tố: 


• Chất lượng kết quả là mục đích cuối cùng 


• Chất lượng của quá trình quản lý là một đóng góp quan  
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Dự án PTĐT Đồng Hới-Trung tâm Phổ biến Kiến thức: 7. Quản lý Dự án 


trọng cho chất lượng của kết quả 


• Đảm bảo chất lượng được xem như là thuốc phòng ngừa 


• Quản lý chất lượng được xem như là thuốc chữa trị 


• Thái độ thực hiện tốt rất cần thiết để quản lý thành công dự 


án và các cấp của tổ chức phải cam kết về chất lượng sẽ 


đạt được. 


  


Muốn có thêm thông tin về Quản lý chất lượng, xin tham khảo 


tài liệu bài số 8 " Tìm kiếm sự Tuyệt hảo". 


 
Quản lý Chi phí 
 
Quản lý chi phí nhằm đảm bảo kết quả của dự án tương xứng 


với nguồn tài chính. Quản lý tài chính dựa vào dự trù chi phí 


đã được lập ra và được coi như là một biện pháp để kiểm soát 


các khoản chi tiêu của dự án.  


Quá trình kiểm soát cổ điển có bốn bước: 


• Dự tính các khoản chi tiêu sắp tới 


• Theo dõi các khoản chi thực tế 


• Tính toán sự chênh lệch 


• Có biện pháp xử lý tuỳ theo mức độ chênh lệch  


 
Quản lý Thời gian 
 


Lịch thực hiện liệt kê ngày tháng tương ứng với công việc 


trong bảng phân tích chi tiết công việc, nhằm ghi lại: 


• Thời điểm chúng ta dự báo công việc bắt đầu 


• Thời gian công việc thực sự bắt đầu. 


Mục đích của việc ghi lại lịch thực hiện (ngày, giờ) là để:  
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Dự án PTĐT Đồng Hới-Trung tâm Phổ biến Kiến thức: 7. Quản lý Dự án 


• Đảm bảo lợi ích đạt được tại một thời điểm hợp lý với chi 


tiêu 


• Phối hợp các nguồn lực  


• Đảm bảo huy động đủ nguồn lực khi cần thiết 


• Dự kiến được số tiền và nguồn lực cần có trong những 


thời gian khác nhau để các nhóm công tác có thể phân bổ 


ưu tiên cho các Nhóm công tác khác nhau 


• Đảm bảo cố định ngày kết thúc. 


 


 Cách thể hiện Lịch thực hiện thuận tiện và phổ biến nhất là 


dùng biểu đồ. 


 


8. Xác định rủi ro 
 


  Rủi ro có thể phân loại theo các dạng sau đây: 


• Rủi ro nội tại không thuộc lĩnh vực kỹ thuật là những 


rủi ro trong tầm kiểm soát của quản lý dự án, về bản chất 


không phải là vấn đề kỹ thuật. Những rủi ro này phát sinh 


từ một thất bại của khâu tổ chức dự án (con người, vật liệu 


hoặc tài chính) cố gắng đạt mục tiêu đặt ra. Hậu quả có 


thể là sự chậm trễ hoặc bội chi. 


• Rủi ro nội tại thuộc lĩnh vực kỹ thuật là những rủi ro 


phát sinh trực tiếp từ lĩnh vực kỹ thuật của công việc, hoặc 


là do thiết kế, xây dựng hoặc vận hành các trang thiết bị. 


• Rủi ro bên ngoài có thể dự đoán nhưng không chắc 
chắn là những rủi ro ngoài sự kiểm soát của quản lý. 


Chúng ta có thể dự đoán nhưng không biết chắc chắn mức 


độ của rủi ro. Ví dụ, thủ tục phê duyệt kéo dài hơn thời 


gian dự kiến hay tham nhũng cũng là loại rủi ro trong diện 


này. 
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Dự án PTĐT Đồng Hới-Trung tâm Phổ biến Kiến thức: 7. Quản lý Dự án 


• Rủi ro bên ngoài không thể dự đoán là những rủi ro 


ngoài tầm kiểm soát của quản lý, hoàn toàn không thể 


đoán trước. Nó có thể phát sinh do một hoạt động của 


chính phủ, hoặc một thành phần thứ ba hoặc do không đạt 


được mục tiêu vì một tác động bên ngoài. Có thể là thiên 


tai, hoặc do một thành phần thứ ba không thể cung cấp 


nguồn tài chính hỗ trợ, hoặc do thiết kế dự án hoàn toàn 


không phù hợp.  
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Sustainability is multi-dimensional. The checklist therefore  consists of questions relating to 4 main dimensions of development i.e. Social, Human and Institutional, Economic and Financial, and Environmental.
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Development Management Tool No. 2


OBJECTIVES OF THE CHECKLIST: the checklist aims at:

· Raising awareness toward sustainability among SDC supported staff, partners and stakeholders.


· Providing key questions to help periodically assessing the sustainability that the development project/program aims at or contribute to before, during and after implementation phases.


· Giving a basis for discussing and addressing the issues on sustainability between SDC supported staff, partners and stakeholders.


WHEN TO USE THE CHECKLIST: The checklist is to be used in planning, monitoring and evaluation phases of a development project.


HOW TO USE: This checklist is used as a self-assessment and/or external assessment tool. For both cases, various assigned individuals or groups of stakeholders complete the checklist to: 


1. Answer the items of each Dimension by marking in the given box the score according to the assessment of the situation. The marks will reflect the state of sustainability for each Dimension.


2. Analyse the results, give supplementary information/ideas (if necessary),


3. Share and compare findings with other stakeholders, and assess the dimension(s), which require reinforcements. 


4. Discuss the solutions for issues that need improvement or adjustment.


5. Monitor regularly the process of improvement of sustainability


Electronic versions of the checklist are available at SDC Mekong Region Coordination Office for adaptation to specific needs, or to include in reports or required project documents.

WHO TO USE: The checklist is usable for all stakeholders of the project, especially SDC assigned programme staff, project appointed person for monitoring sustainability, project consultants and advisors. 


Môc tiªu cña danh môc: danh môc dïng ®Ó:


· N©ng cao nhËn thøc vÒ bÒn v÷ng cña c¸n bé ch¬ng tr×nh, nh©n viªn dù ¸n vµ c¸c bªn cã liªn quan trong c¸c dù ¸n ph¸t triÓn cña SDC.


· §a ra mét sè c©u hái then chèt dïng cho ®¸nh gi¸ thêng kú tÝnh bÒn v÷ng mµ dù ¸n muèn ®¹t ®îc, hoÆc dù ¸n gãp phÇn duy tr× vµ ®Èy m¹nh.


· T¹o c¬ së th¶o luËn vµ gi¶i quyÕt nh÷ng vÊn ®Ò liªn quan ®Õn bÒn v÷ng cho c¸n bé ch¬ng tr×nh, nh©n viªn dù ¸n vµ c¸c bªn cã liªn quan.


Thêi ®IÓm sö dông: Danh môc nµy ®îc sö dông trong giai ®äan x©y dùng kÕ häach, gi¸m s¸t vµ ®¸nh gi¸ dù ¸n ph¸t triÓn.


C¸ch sö dông: Danh môc nµy ®îc sö dông nh mét c«ng cô ®Ó ®¸nh gi¸ néi bé hay ®¸nh gi¸ kh¸ch quan. §èi víi c¶ hai trêng hîp, nh÷ng c¸ nh©n hay nhãm c¸n bé ®îc chØ ®Þnh thùc hiÖn viÖc ®¸nh gi¸ ®Òu sö dông danh môc theo thø tù sau:


1. Dùa vµo ph©n tÝch t×nh h×nh cô thÓ, tr¶ lêi c¸c c©u hái cho tõng LÜnh vùc b»ng c¸ch cho ®iÓm vµo c¸c « song song. Con sè hay ký hiÖu mµ b¹n chän sÏ thÓ hiÖn t×nh tr¹ng bÒn v÷ng cña tõng LÜnh vùc.


2. Ph©n tÝch kÕt qu¶, cung cÊp thªm th«ng tin hay ý kiÕn (nÕu cÇn).


3. Chia xÎ vµ so s¸nh c¸c kÕt qu¶ t×m ®îc víi c¸c c¸ nh©n, ®¬n vÞ cã liªn quan trong dù ¸n, vµ ®¸nh gi¸ xem LÜnh vùc nµo cÇn c¶i thiÖn.


4. Th¶o luËn vÒ gi¶i ph¸p cho nh÷ng néi dung cÇn c¶i thiÖn hay ®iÒu chØnh.


5. Gi¸m s¸t thêng xuyªn qu¸ tr×nh hç trî c¶i thiÖn t×nh tr¹ng bÒn v÷ng.


PhÇn mÒm b¶n danh môc nµy cã t¹i v¨n phßng SDC t¹i Hµ Néi. C¸c dù ¸n cã thÓ lÊy phÇn mÒm nµy  ®Ó thay ®æi néi dung ®¸nh gi¸ tuú theo t×nh h×nh cña tõng dù ¸n, hoÆc ®Ó göi kÌm theo b¸o c¸o hay c¸c tµi liÖu dù ¸n cã liªn quan.



®èi tîng sö dông: Mäi ®èi tîng tham gia dù ¸n, ®Æc biÖt lµ c¸c bé ch¬ng tr×nh cña SDC, thµnh viªn cña dù ¸n chÞu tr¸ch nhiÖm vÒ gi¸m s¸t t×nh tr¹ng bÒn v÷ng, chuyªn gia t vÊn vµ cè vÊn dù ¸n ®Òu cã thÓ sö dông Danh môc nµy.


		®Þa chØ liªn HÖ:


Nhãm ph¸t triÓn nh©n lùc vµ thÓ chÕ


C¬ quan Hîp t¸c vµ Ph¸t triÓn Thuþ SÜ


§Þa chØ:

TÇng 16th , Toµ nhµ Trung T©m -Melia




44 B Phè Lý Thêng KiÖt , Hµ Néi


§T:

84 4 934 66 27


Fax:

84 4 934 66 23


Email:

Hanoi@sdc.net



		WHERE TO CONTACT


THE HUMAN AND INSTITUTIONAL DEVELOPMENT - HID TEAM


SDC Mekong Region Coordination Office


Address:

16th floor, Melia Central Office Building




44 B Ly Thuong Kiet street, Hanoi


Telephone:
84 4 934 66 27


Fax:

84 4 934 66 23


Email:

hanoi@sdc.net







SOCIAL DIMENSION - lÜnh vùc x· héi


		Note: 
Give:   (  if: "Yes "     

     1( "Partially"         (  "No"          (  "Need more information"



		Chó ý:
§iÓm   (  nÕu c©u tr¶ lêi lµ: "Cã"    1( "Mét phÇn"       ( "Kh«ng"          ( " CÇn thªm th«ng tin"

















         Mark


    cho ®iÓm


		S.1

		Are needs of the beneficiaries well considered during project identification and planning processes?


Nhu cÇu cña ngêi hëng lîi cã ®îc c©n nh¾c kü cµng trong qu¸ tr×nh x¸c ®Þnh vµ lËp kÕ ho¹ch dù ¸n?

		



		S.2

		Are the people concerned/stakeholders involved in decision making at different steps of the project cycle?


Nh÷ng c¸ nh©n, ®èi t¸c, bªn h÷u quan  cã tham gia vµo qu¸ tr×nh ra quyÕt ®Þnh trong c¸c kh©u cña dù ¸n?

		



		S.3.a

		Is Gender equity properly promoted, and put into practice? 


VÊn ®Ò C«ng b»ng giíi vµ ho¹t ®éng lång ghÐp Giíi cã ®îc thóc ®Èy vµ  thùc hiÖn kh«ng?

		



		S.3.b

		If Gender is not yet mainstreamed, are there steps clearly established towards this?


NÕu viÖc lång ghÐp giíi cha ®îc thùc hiÖn,  ®· cã kÕ ho¹ch nµo ®Ó tiÕn hµnh c«ng viÖc nµy cha?

		



		S.4

		Are local implementing partners empowered to increase their ownership in the whole project cycle?


C¸c ®èi t¸c ®Þa ph¬ng cã ®îc trao quyÒn ®Ó t¨ng tÝnh së h÷u vÒ dù ¸n?

		



		S.5

		Are local socio-cultural specificities taken into account (e.g. ethnic minorities)?


Nh÷ng ®Æc ®iÓm vÒ v¨n ho¸ x· héi cã ®îc coi träng kh«ng (vÝ dô: vÊn ®Ò ngêi d©n téc thiÓu sè)?

		



		S.6

		Are positive aspects of indigenous traditions and customs taken into account?


Nh÷ng ®iÓm tÝch cùc cña b¶n s¾c v¨n ho¸ vµ phong tôc truyÒn thèng cã ®îc t«n träng kh«ng?

		



		S.7

		Are relevant indigenous technologies/techniques and knowledge utilised and enhanced?


Nh÷ng c«ng nghÖ vµ kiÕn thøc mang tÝnh truyÒn thèng cã ®îc sö dông vµ c¶i tiÕn  kh«ng?

		



		S.8

		Does the project’s interventions contribute to achieving the country's Comprehensive Poverty Reduction and Growth Strategy?


C¸c ho¹t ®éng cña dù ¸n cã gãp phÇn vµo viÖc thùc hiÖn vµ hoµn thµnh ChiÕn lîc Toµn diÖn vÌ T¨ng trëng vµ Xo¸ ®ãi gi¶m nghÌo kh«ng?




		



		S.9

		Will the project results contribute to advancing the equitable access to services, knowledge and production factors? (with regards to gender, ethnic groups, socio-economic disadvantaged groups)


LiÖu nh÷ng kÕt qu¶ do dù ¸n mang l¹i cã gãp phÇn t¹o sù tiÕp cËn c«ng b»ng tíi c¸c dÞch vô, kiÕn thøc vµ ph¬ng thøc s¶n xuÊt kh«ng? (cho 2 giíi, cho c¸c nhãm d©n téc thiÓu sè vµ cho c¸c nhãm yÕu thÕ, v.v)

		



		S.10

		Is there a high probability of having conducive social policies at least at the end of the external support?


LiÖu cã kh¶ n¨ng khi  hç trî kÕt thóc, mét sè chÝnh s¸ch  x· héi tÝch cùc  ®îc h×nh thµnh kh«ng?

		







		Main Observations/Nh÷ng ®¸nh gi¸ c¬ b¶n:



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		





HUMAN AND INSTITUTIONAL DIMENSION - LÜnh vùc con ngêi vµ thÓ chÕ


		Note: 
Give:   (  if: "Yes "     

    1( "Partially"         (  "No"           (  "Need more information"



		Chó ý:
§iÓm  (  nÕu c©u tr¶ lêi lµ: "Cã "   1( "Mét phÇn"       ( "Kh«ng"           "(  CÇn thªm th«ng tin"
















         Mark


    cho ®iÓm


		H.1

		Are there plans to build management capacities of implementing partners? 


Dù ¸n cã kÕ häach x©y dùng n¨ng lùc qu¶n lý cho c¸c ®èi t¸c tham gia thùc hiÖn kh«ng?



		



		H.2

		Are implementing partners' initiatives in planning, implementing and monitoring processes accounted for and are incorporated?


C¸c s¸ng kiÕn do c¸c ®èi t¸c tham gia thùc hiÖn dù ¸n ®ãng gãp trong qu¸ tr×nh lªn kÕ häach, thùc hiÖn vµ gi¸m s¸t dù ¸n cã ®îc tiÕp nhËn vµ sö  dông kh«ng?



		



		H.3

		Is there an intention to create self-confidence and responsibility of the local stakeholders?


Dù ¸n cã dù ®Þnh n©ng cao tÝnh tù chñ vµ tinh thÇn tr¸ch nhiÖm cña ®èi t¸c ®Þa ph¬ng kh«ng?



		



		H.4

		Is there an aim to promote the development of both the implementing partners' institution and their human resources?


Dù ¸n cã dù ®Þnh thóc ®Èy sù ph¸t triÓn cña c¬ quan chøc n¨ng tham gia thùc hiÖn dù ¸n còng nh nh©n lùc cña hä kh«ng?



		



		H.5

		Is there a plan to assess, promote and monitor the capacity of the implementing agencies/partners in managing the project cycle?


Dù ¸n cã kÕ ho¹ch ®¸nh gi¸, n©ng cao vµ gi¸m s¸t kh¶ n¨ng qu¶n lý dù ¸n cña ®èi t¸c h÷u quan  kh«ng?



		



		H.6

		Is there a plan for project phasing out and handing-over to the local partner, which takes into account the human and institutional resources?


Dù ¸n cã c¨n cø vµo nguån lùc vµ thÓ chÕ cña m×nh  ®Ó chuÈn bÞ kÕ ho¹ch chuyÓn giao kh«ng?



		



		H.7

		Is it foreseen to make use of and enhance the local human resources in terms of knowledge, know-how and skills? 


Dù ¸n cã  tËn dông vµ ph¸t triÓn nguån nh©n lùc ®Þa ph¬ng qua h×nh thøc sö dông kiÕn thøc, c¸ch lµm vµ kü n¨ng cña hä kh«ng?



		



		H.8

		Are there mechanisms for capitalising, sharing and replicating the project’s successful practices?


Dù ¸n cã c¬ chÕ tæng hîp ®óc kÕt, chia xÎ vµ vËn dông c¸c c¸ch lµm cã hiÖu qu¶ ra diÖn réng kh«ng?



		



		H.9

		Are there appropriate incentive systems and working facilities to enable efficient and effective undertakings?


Dù ¸n cã t¹o ®iÒu kiÖn lµm viÖc tèt còng nh x©y dùng ®îc mét c¬ chÕ khuyÕn khÝch vÒ vËt chÊt vµ t×nh thÇn  nh»m ®Èy m¹nh tÝnh hiÖu qu¶ trong c«ng viÖc kh«ng?



		



		H.10

		Is there a plan to reinforce the capacities of the implementing partners for using participatory tools in needs assessment, and identification of problems and solutions?


Dù ¸n cã kÕ ho¹ch n©ng cao  kh¶ n¨ng thùc hiÖn dù ¸n  cña ®èi t¸c tham gia thùc hiÖn dù ¸n qua viÖc ¸p dông  c¸c c«ng cô ®¸nh gi¸ cã tham gia, qua ph©n tÝch vµ gi¶i quyÕt vÊn ®Ò khã kh¨n kh«ng?



		



		H.11

		Are values, objectives and strategies made transparent among all stakeholders for effective and successful collaboration?


LiÖu c¸c gi¸ trÞ, môc tiªu vµ chiÕn lîc cña dù ¸n cã ®îc tr×nh bµy râ rµng cho c¸c bªn h÷u quan cña dù ¸n nh»m ®¹t ®îc sù hîp t¸c hiÖu qu¶ kh«ng?



		



		H.12

		Are project management structures and regulations made relevant, transparent and applicable for all stakeholders?


LiÖu c¬ chÕ vµ nguyªn t¾c  cña dù ¸n cã ®îc x©y dùng mét c¸ch phï hîp, minh b¹ch vµ dÔ thùc hiÖn ®èi víi c¸c bªn h÷u quan kh«ng?



		







		Main Observations/Nh÷ng ®¸nh gi¸ c¬ b¶n:



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		





ECONOMIC AND FINANCIAL DIMENSION -  lÜnh vùc kinh tÕ vµ tµI chÝnh


		Note: 
Give:   (  if: "Yes "     

     1( "Partially"         (  "No"          (  "Need more information"



		Chó ý:
§iÓm   (  nÕu c©u tr¶ lêi lµ: "Cã "   1( "Mét phÇn"       ( "Kh«ng"            (  "CÇn thªm th«ng tin"





         Mark


    cho ®iÓm


		EF.1

		Are local contributions called for, mobilised and ensured?


Nh÷ng ®ãng gãp cña ®Þa ph¬ng cã ®îc kªu gäi, huy ®éng vµ ®¶m b¶o kh«ng?

		



		EF.2

		Is local financial affordability considered from the outset?


TÝnh bÒn v÷ng vÒ tµi  chÝnh cña ®Þa ph¬ng cã ®îc ghi nhËn ngay tõ giai ®äan x¸c ®Þnh dù ¸n kh«ng?

		



		EF.3

		Are there strategies /plans to ensure financial viability at the end of the external support?


Dù ¸n cã chiÕn lîc hay kÕ häach nh»m ®¶m b¶o kh¶ n¨ng duy tr× tµi chÝnh cho dù ¸n khi hÕt hç trî bªn ngoµI?

		



		EF.4

		Are there commitments to ensure financial viability at the end of the external support?


C¸c bªn h÷u quan cã cam kÕt ®¶m b¶o nguån tµi  chÝnh ®Ó duy tr× dù ¸n sau khi hÕt hç trî bªn ngoµI?

		



		EF.5

		Is there an effective system of financial management and internal controlling system to avoid corruption and inefficiencies?


Dù ¸n cã hÖ thèng qu¶n lý vµ kiÓm so¸t tµi chÝnh nh»m tr¸nh t×nh tr¹ng tham « vµ sö dông kh«ng hiÖu qu¶ kh«ng?

		



		EF.6

		Is there a plan to harmonise the financial control and management systems of all parties concerned to ensure transparency and efficiency? 


C¸c bªn h÷u quan cã kÕ häach hµi hoµ thñ tôc vÒ kiÓm so¸t vµ qu¶n lý tµi chÝnh ®Ó ®¶m b¶o sù minh b¹ch vµ hiÖu qu¶ 

		



		EF.8

		Is there an approach to support the Public Sector to work towards complementing the Private Sector and to help avoid inefficiencies?


Dù ¸n cã dù ®Þnh  hç trî Khu vùc t nh©n ®Ó phèi hîp  víi Khu vùc nhµ níc nh»m  tr¸nh l·ng phÝ nguån lùc kh«ng?

		



		EF.9

		Are the economic benefits from the project clearly larger than the costs?


LiÖu nh÷ng lîi Ých kinh tÕ tõ dù ¸n cã lín h¬n chi phÝ ®Çu vµo kh«ng?



		







ENVIRONMENTAL DIMENSION - lÜnh vùc m«I trêng

		         EN.1

		Is there an assessment of the project’s possible environmental side effects?


Dù ¸n cã tæ chøc ®¸nh gi¸ nh÷ng ¶nh hëng  cã thÓ ®em l¹i ®èi víi m«i trêng kh«ng? 

		



		EN.2

		Are environmental agencies/organisations consulted during the planning process?

Nh÷ng c¬ quan, ban nghµnh ho¹t ®éng vÒ m«i trêng cã ®îc tham vÊn trong qu¸ tr×nh x©y dùng dù ¸n kh«ng?

		



		EN.3

		Will the project also aim at increasing the capacity of local partners to utilise and manage effectively the local natural resources?


Dù ¸n cã dù  ®Þnh n©ng cao kh¶ n¨ng khai th¸c vµ qu¶n lý  cã hiÖu qu¶ tµi nguyªn thiªn nhiªn kh«ng cho ®èi t¸c?

		



		EN.4

		Is there an aim to avoid irreversible environmental effects and minimise risks and negative environmental effects of the project?


Dù ¸n cã dù ®Þnh phßng vµ tr¸nh c¸c ¶nh hëng do dù ¸n g©y ra kh«ng, vµ dù ®Þnh phßng tr¸nh c¸c rñi ro vµ  ¶nh hëng tiªu cùc lªn m«i trêng mµ dù ¸n cã thÓ g©y ra  kh«ng?

		



		EN.5

		Are local and international environmental laws considered and followed?


LuËt ph¸p vµ quy ®Þnh vÒ b¶o vÖ m«i trêng t¹i ®Þa ph¬ng cã ®îc xem xÐt vµ tu©n thñ kh«ng?

		



		EN.6

		Is there a programme to measure the environmental impact?


Dù ¸n cã ch¬ng tr×nh kiÓm nghiÖm c¸c t¸c ®éng cña dù ¸n lªn m«i trêng kh«ng?

		



		EN.7

		Are there clear environmental benefits from the project?


Cã lîi Ých râ rµng tõ dù ¸n lªn m«i trêng kh«ng?

		



		EN.8

		Is there a specific person/or organisation taking care of environmental issues during the project implementation process?


Ban quan lý dù ¸n cã chØ ®Þnh mét thµnh viªn cña ban chÞu tr¸ch nhiÖm vÒ c¸c vÊn ®Ò cã liªn quan ®Õn m«i trêng? 

		







		Main Observations/Nh÷ng ®¸nh gi¸ c¬ b¶n:



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….



		………………………………………………………………………………………………………………………………………………………….
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Foundations and principles of evaluation







In t roduc t ion


A document designed as a working instrument is hardly a thriller crime novel.
Nevertheless, we will have achieved our purpose only when you have read
this manual, put it aside, and brought it out again prior to an evaluation. This
is no easy task. Although the individual case studies and histories in external
evaluations sometimes make fascinating reading, a document concerned with
evaluation must also be concerned with explanations, methodology and
background information.


Nevertheless, the aim of this publication is to provide all individuals respon-
sible for international development programmes and projects with a practi-
cal, immediately applicable and easy to understand tool. Hence «External
Evaluation – Are we doing the right things? Are we doing things right?» is a
working instrument devised by the Swiss Agency for Development and
Cooperation (SDC) for Planning, Evaluation, Monitoring and Transference
into Action (PEMT) to replace the earlier manual entitled «External Evaluation
of Development Projects», published in 1990.


The revision was prompted by various amendments to procedure and
changes in the approach to external evaluations and primarily by the grow-
ing importance of shared learning during the evaluation process. While his-
torical reporting and documentation on achievements and failures remains
one of the key tasks in any evaluation, it is now necessary to justify an evalua-
tion by achieving a future-focused learning effect. At the same time this has
blurred the line separating self-evaluation and external evaluation, such that
the two instruments can be effectively combined.


This present document is divided into two sections: Part l explains the termi-
nology and principles of evaluation. Part II discusses each of the five stages of
an external evaluation. Each chapter in Part II contains a) an explanatory
introduction to the subject, b) an overview with helpful hints from experts in
international development cooperation, and c) a SDC case study. 


The document is primarily addressed to persons who commission or partici-
pate in evaluations and are responsible for implementing their results. While
the actual conducting of an evaluation is addressed in Part II, the compe-
tence, methodology and know-how which evaluation experts need to possess
are not discussed in detail.


At a time of rapid and sweeping change in all aspects of society and the work-
ing world, evaluations offer an opportunity to verify set goals, and create
transparency. They offer those working in programmes or projects the chance
to identify necessary adjustments, learn from experience, and redirect goals if
necessary. 


Introduction
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In t roduc t ion


But learning also means changing: evaluation results can have major impli-
cations for the people concerned. Their work can be radically changed by the
evaluation, and in extreme cases their jobs may even be endangered. The
quality and practicality of an evaluation does not therefore depend solely on
the expertise of the evaluation team, but at least as much on the team’s social
awareness, competence and open-mindedness. An openness to other cultures
and traditions is particularly important in the context of international develop-
ment cooperation. Evaluations are conducted in every culture, but what is
meant by them and the way they are performed may vary. Anyone who com-
missions, conducts or participates in an evaluation should be aware that our
type and methods of evaluation are a product of our central European, Swiss
perceptions and arise from our own set of values.


5







1.  What  i s  eva luat ion?


6


1. What is evaluation?


Have we achieved 
our objective?


On 14 April 1912 the R.M.S. Titanic, the largest ocean-going liner of its time,
hailed by the British press as unsinkable and dubbed the “Queen of the
Oceans”, hit an iceberg on its maiden voyage from Southampton to New
York. Shortly before midnight the ice tore a hole six fingers wide but over thirty
meters long in the bow of the ship. From then on, five tonnes of seawater per
second poured into the 269-meter long hull, and within the space of only a
few hours the supposedly unsinkable ship had swept thousands of souls to a
watery grave.


How could this maritime disaster have happened? Why did the owners, cap-
tains, media and the majority of the public feel so confident in the assumption
that this “Miracle of Technology” could never sink? Why did the Titanic sink
and thousands of people have to lose their lives? Question after question was
posed following the disaster, some of which remain unanswered to this day.


What was clear from the outset was the Titanic’s failure to achieve the plan-
ned objective (New York) and the desired result (to convey a large number of
passengers, some in the lap of luxury, across the Atlantic faster than ever
before with an eye to profit). In a series of evaluations and inquiries, experts
sought answers to the many questions posed in the wake of this disaster. As a
result of these studies, no ship was permitted in future to leave port without a
sufficient number of lifeboats on board. Moreover, the inquiries led to the
foundation of the International Ice Patrol, a type of advance warning troop
for ships, and additional safety precautions were introduced. In hindsight the
sinking of the Titanic and the inquiries as to its cause proved an important
impetus for the development of shipping technology. But the price of progress
was high.


Are we doing the right thing? And are we doing things right? What lessons
can we draw from our experiences, and what can we learn to help us in deal-
ing with similar situations? Such questions are an integral part of manage-
ment and steering tasks within international development cooperation pro-
grammes and projects, and can be formulated and partly answered by
means of an evaluation.


The story of the Titanic is an extreme example. Naturally we do not have to
wait for a disaster to strike before we pause for thought, ask questions, draw
lessons from experience and make changes if necessary. The example
demonstrates that a hierarchical system is not the best control mechanism,
because it does not permit any critical questioning. The example also high-
lights the Titanic project’s failure to ensure coordination between planning,
evaluation, monitoring and transference into action (PEMT). The route was
risky, and despite receiving iceberg warnings, the ship neither reduced speed
nor changed course. In the working instrument entitled “Monitoring – staying
in touch with reality”, we have used the example of the Titanic to illustrate how







1.  What  i s  eva luat ion?


monitoring allows us to keep a close eye on a development process and
hence better control it, i.e. how to stay on course.


While the aim of planning and monitoring is to record programme and proj-
ect execution before and during the process, evaluation appraises the process
of execution only after the intermediate or final stage has been reached.
Good planning increases the chance that a task will be successfully imple-
mented, and systematic monitoring can help to safeguard against painful
experiences. As a supplement to monitoring, evaluation addresses the ques-
tions of achievement of aims and the effectiveness of our actions. Posing
selected questions, it analyses and compares planning with achievements,
results and impacts. We can use this comparison as a basis for further action,
in the management and structure of a project, and draw conclusions for
application to new, similar tasks. While monitoring is a periodically recurring
task, evaluation is always a special event.


Evaluation involves estimation, analysis, valuation and appraisal. In the broad-
est sense of the word, every critical statement – for example about a film –
represents an evaluation. Within the framework of international development
cooperation, however, evaluations are primarily conducted to observe effects
in the interests of creating and ensuring quality.


Initiating a pause for thought during an ongoing project in order to review
original plans provides an ideal opportunity for learning. If key participants
are involved in the evaluation from the outset, the prospects of successful col-
laboration and implementation of evaluation results are enhanced.


The objective of an evaluation can be:


■ to examine collaboration in detail
■ to verify the impacts, objectives or efficiency and thereby account for them
■ to answer specific questions associated with the project/programme con-


text
■ to draw lessons for the next phase of the project
■ to prepare information


Evaluations within 
programmes and projects
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1.  What  i s  eva luat ion?


Evaluations can be conducted in different ways and be based on individual
projects (project evaluation), a number of projects on a similar theme (cross-
sectional analysis), a broader country programme (all programmes and proj-
ects within a country) or a (sectoral) policy.


A country programme evaluation does not differ in principle from a project
evaluation, but the methods and questions posed are more wide-ranging. 
A programme evaluation examines programme orientation, the position of
individual projects in relation to this orientation, and the approach to cross-
sectoral themes. It primarily examines the impact and relevance of the pro-
gramme in relation to the achievement of overall goals, and analyses syn-
ergies and complementarities. While the results of individual project evalu-
ations form an important basis in this process, the sum of these results is 
not enough to provide answers to questions on the programme as a whole.
Whereas a project evaluation considers accountability to lie primarily with
the project partners, a programme evaluation (particularly in the case of
country programmes) assigns accountability primarily to the donor institution,
since such programmes are always an expression of the strategic decisions
which need to be embedded in the associated national context.


As a rule, we use self-evaluation or external evaluation for project and coun-
try programme evaluations. (The present document is primarily concerned
with external evaluation; for information on self-evaluation, see Manual on
Self-Evaluation and Mirror, Mirror on the Wall... Working Instruments for
Planning, Evaluation, Monitoring and Transference into Action, 1995 and
1990.)
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1.  What  i s  eva luat ion?


The results of an external evaluation provide information and a basis for:


External evaluation is an external view of a programme or project phase
which is either ongoing or coming to a close. It forms the basis for decisions,
and evaluates and identifies future options.


When opinions differ, clarification is required: external evaluation illustrates
the strengths and weakness of the programme/project and makes suggestions
with a view to promoting mutual understanding and consensus. The evalua-
tion prepares this dialogue.


External evaluation can be used to legitimise a programme or project vis-
à-vis decision-makers or a government authority. 


External evaluation focuses on analysis and assessment of experience with a
view to further education and the recording of information. It garners experi-
ence for further application in the evaluated programme/project or a similar
project.


External evaluation verifies whether the instruments and methods applied in
the programme or project are appropriate and viable. It also provides an
opportunity to initiate or improve dialogue between partners and donors. 


Objective and purpose 
of evaluations 


Decisions


Clarification


Explanation/legitimisation


Benefit from experience 
and learning


Development of quality
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1.  What  i s  eva luat ion?


An evaluation makes it possible to scrutinise the five criteria and aims of a
plan: sustainability, relevance, efficiency, effectiveness and impact.


An evaluation ushers in change, the consequences of which can vary widely
depending on the participants, programme or project staff, implementing
organisations and donors. Some regard this process of appraisal as benefi-
cial to their own work and the project as a whole, while for others an inves-
tigation by external experts into their work triggers uncertainty. Despite
changing attitudes, the notion of evaluation still tends to conjure up an image
of external control and intervention. The ability to come to terms with devel-
opments within their “own” programme or project calls for (self) criticism, a
willingness to address conflict, openness, transparency and objectivity on the
part of those involved (see Getting to Know PEMT, 1996).


Evaluation as a balancing
act between external


control and shared learning
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1.  What  i s  eva luat ion?


In every case of evaluation we are involved in a game of power. Conducting
an external evaluation is a lively process which extends beyond objective-
rational boundaries, and in which the participants play a range of different
roles whereby particular tasks are coloured by the actors’ personal interests.
For instance, the personal interests of evaluators can take the form of in-
creased power and influence, enhanced know-how, scientific interests, future
missions or financial benefits. Spheres of power and influence within the proj-
ect or programme can be undermined by an evaluation, and those involved
may have to revise their own values.


The uncertainty triggered by the announcement of an external evaluation
must be taken seriously. When performing its task, the evaluation team must
be continually aware that an action or situation can be assessed from various
perspectives. Additionally, those who work with projects and people from dif-
ferent cultures should be familiar with their background. Customs,  traditions,
religious attitudes and practices must be treated with respect. But this also
presupposes that the initiator and the evaluator(s) are aware of their own 
cultural norms and values.


The need for an evaluation and the form it should take are primarily decided
by the persons responsible for the programme within the commissioning insti-
tution, either at head office or the local agency level, in consultation with part-
ner organisations in the South or East. These jointly initiate the process and
monitor its progress. On the other hand, the evaluation team is responsible
for carrying out and reporting on the evaluation. A self-evaluation is ideally
launched on the partner organisations’ own initiative.


While a self-evaluation is conducted by the programme or project staff them-
selves, an external evaluation involves numerous organs and persons:


■ the programme/project target group
■ partner institutions in the South or East
■ the project team (including non-governmental organisations and those 


responsible for project execution)
■ the donor institution and its local representative
■ the evaluation team


Who takes part 
in an evaluation? 


Who bears responsibility?
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1.  What  i s  eva luat ion?


All the actors in this process have their specific function and role to perform,
which gives rise to different perceptions, expectations and interests. The
results of an evaluation can have different implications for different actors, for
example within the programme/project target group, depending on gender,
social and economic status, or age. Those affected should be involved in the
evaluation discourse at the earliest possible stage, and be given the oppor-
tunity to help shape the process.


The Terms of Reference form the basis of every evaluation. These boundary
conditions clarify tasks and responsibilities, pose the key questions, and lay
down specifications for the evaluators. In the case of external evaluations, the
key to quality lies in:


■ clear Terms of Reference which have been defined in a preliminary process
involving all key actors


■ the autonomy of the evaluation team
■ an appropriate team composition 
■ concentration on the key issues
■ a realistic approach
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1.  What  i s  eva luat ion?


Important as evaluation results can be for the programme or further project
activities, and valuable as the associated learning processes may be, an evalu-
ation should not be regarded or portrayed as the absolute truth. An evalu-
ation can be neither a neutral nor provide an objective view, since the 
individual actors influence its course and outcome in different ways. The
selection of external consultants also has an influence.


Moreover, an external evaluation is no more nor less than the external evalu-
ation team’s view of a specific situation or action within a limited time frame.
Nor are decisions based on evaluations valid for an unlimited time; they can
be overtaken by changed circumstances even shortly after they have been
made. The external evaluation only highlights what can be done. This is why
it is so important to combine an external evaluation with other instruments in
the PEMT cycle and with self-evaluation.


Within the framework of the OECD (Organisation for Economic Cooperation
and Development) Development Assistance Committee working party on aid
evaluation, development agencies in the North have worked out general
guidelines for evaluation and defined the most important principles of impar-
tiality and partnership. The aim of these guidelines is to improve communi-
cation and coordination between the actors (particularly between donors 
and partner governments as well as among the donors) and ensure trans-
parency. Thus, for example, abstracts of the external evaluation commis-
sioned by development agencies are published on the Internet (DAC-Evalu-
ation Inventory: http://minweb.idrc.ca/daclog.htm).


Limits of evaluation


SDC evaluations in an
international environment
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2.  Eva luate  or  not?  Good reasons  for  and agains t  an eva luat ion


A partner organisation representative discusses a tricky topic with the re-
sponsible person in the coordination office: recently, things have gone wrong
in their project. Three members of the project team have left the project almost
simultaneously, leaving behind a gap in know-how and continuity. The prob-
lems that have recently arisen due to their departure are endangering the
project, and there is now an element of doubt as to whether the project objec-
tives will be achieved. The programme officer in the coordination office won-
ders whether an evaluation might be of assistance in this situation and weighs
up the pros and cons with her coordinator as well as the desk officer at the
head office.


For most programmes and projects, an evaluation is already built into the
plans and defined in the agreement between the project partners. A look at
the agreement could theoretically answer the coordination office employee’s
question. In reality and in practice, however, the situation proves more com-
plex. Since an evaluation always represents a key event in the course of op-
erations, demanding major effort on the part of all those involved and entail-
ing risks as well as opportunities, the necessity and practicality of conducting
an evaluation must always be examined in detail. The correct decision for or
against an evaluation is therefore subject to a clarification of the status quo
(see Checklist on page 16) and careful consideration of the arguments, and is
arrived at through negotiations which lead to consensus between the parties
involved.


Even if an evaluation is planned in the agreement between donor institutions
and programme or project partners, there may be good reasons why it
should not be carried out – for example because the project situation has
since radically changed, decisions on the future of the operation have already
been made, and an evaluation is only desired to justify them (alibi evalu-
ation). The decision must also be verified if future developments in the region
or country might be too uncertain at the planned evaluation date, or if the
political environment does not permit an evaluation. 


2. Evaluate or not? Good reasons for 
and against an evaluation
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2.  Eva luate  or  not?  Good reasons  for  and agains t  an eva luat ion


■ Changes are imminent in the political or institutional environment
■ A new phase or cancellation of a programme/project is imminent
■ Changes in the context, in personnel or in responsibilities
■ The initial phase is completed and the concept must be reviewed.
■ Justification is required
■ A case study (good practice) is to be presented; experience and knowledge


garnered from a particular action is to be compiled and published
■ Serious conflict exists between the partners
■ Problems make it difficult or impossible to carry out the evaluation; impor-


tant interim results have not been achieved


Because a great deal is at stake for those involved and the results and con-
sequences of an evaluation are difficult to predict, and also because evalu-
ations involve conflict and power struggles, it is also important to examine
what goes on behind the scenes, i.e. to take a wider view of the situation.
Answers to the following questions complete the overall picture on which the
decision for or against an evaluation is to be based.


Situations where the
necessity of an evaluation


needs to be verified


Bases for decision-making
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An evaluation is envisaged in 
the project document or plans


An evaluation was not originally
planned


VERIFY
Negotiations between the partners


DECIDE


Yes


Evaluate or not?


No







2.  Eva luate  or  not?  Good reasons  for  and agains t  an eva luat ion


Are there adequate bases on which to make a decision to continue the
programme/project?


Should experience be assessed?


Are there any imminent decisions that would be forced or accelerated
by an evaluation?


What experience is relevant? Which questions and topics need to be
addressed?


If an evaluation has already been carried out for the relevant pro-
gramme/project, does it provide grounds for a new evaluation?


Who is demanding the evaluation and what are the interests/expecta-
tions of the actors?


Who needs to be involved in the evaluation process?


Once an evaluation has been completed, who is responsible for imple-
mentation of the resultant measures?


How is the evaluation integrated in the PEMT cycle?


How deep should an evaluation be and how broadly should it be applied?
Are sufficient funds available and budgeted?


Which form of evaluation is most appropriate?


How does the evaluation fit into the other schedules and processes?


When is the most suitable time for the partners? Are the participants
available during the projected evaluation period?


Can sufficient time be set aside for preparation and implementation?


Why and what for? 


What?


Who?


How?


When?
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3.  Types  of  eva luat ion


Evaluation type


External evaluation


Self-evaluation


3. Types of evaluation
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I II III


Project/programme cycle


“ex ante” “end” “ex post”


Two main types of evaluation are available to us: self-evaluation and exter-
nal evaluation. Other defining criteria include the timing of the evaluation
within the project cycle, and responsibility.


Responsibility for implementation


Independent expert


Evaluation team comprising representatives of the organisation commis-
sioning the evaluation and the partners


Persons responsible for the project


Persons responsible for the project, supported by an external person


Timing
Before the programme/project begins
During the project
On completion of the programme/project
After completion of the pro-
gramme/project


Evaluation type
Identification (ex ante evaluation)
“Interim” evaluation (mid-term)
Final evaluation
Ex post evaluation


“mid-term”
“built-in”







3.  Types  of  eva luat ion


3.1 External evaluation


External project evaluation is the classical form of evaluation. In this context
“external” means that the evaluators are not project members, but experts
from the North, South or East who, owing to their specific skills and in line
with specifications, are called in for a period of one to three weeks to inves-
tigate the defined questions. External evaluations are therefore suitable for
factual issues, relatively complex situations, and overall appraisals. With
their outsider’s view the external evaluators use appropriate methods to col-
lect information on the project and its environment, in order to assess and
answer the questions posed. The end product is a report which they submit to
the commissioning party.


Joint external evaluations are defined variously according to different insti-
tutions. The OECD Development Assistance Committee defines a joint exter-
nal evaluation as the joint performance of an evaluation by two or more
donor institutions. However, SDC regards “joint evaluations” as evaluations
which are implemented in association with representatives of partner institu-
tions in the South or East. These are particularly successful when there is a
true spirit of partnership within the project. Moreover, a procedure of this type
also provides an ideal opportunity to strengthen cooperation and mutual trust
between the partners.


The strengths of an external evaluation lie in its distance and its independence.
On the basis of their experience, the evaluators can make comparisons and
hence see things which those who are directly involved cannot or can no 
longer see. Questions of sustainability, impact and effectiveness can be ad-
dressed through an external evaluation.


The external evaluation is the only possible form of evaluation for conducting
a cross-sectoral analysis.


The weaknesses of an external evaluation lie in the substantial effort required
in its preparation and implementation, as well as its limited time frame. Only
part of the various realities can be examined within the short time available.
This necessarily calls for more detailed analysis. Moreover, an external evalu-
ation provides a mere snapshot whereby current events can completely 
overshadow any longer-term assessment. However, evaluations that refer to
the results of monitoring can better determine the dynamics of a particular
action.


Costs of an external evaluation: The goal and tasks of an evaluation influence
the budget in different ways. A prior self-evaluation can result in a shorter
mandate for the external evaluation, thereby reducing external costs. An 
evaluation involving local experts and limited to specific themes or a specific
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study can be performed for a few thousand Swiss francs. Based on European
rates, an evaluation lasting two to three weeks and performed in the field by
an evaluator will cost around CHF 15 000 to 30 000.


3.2 Self-evaluation


In a self-evaluation, the programme or project members analyse their own
work from the internal standpoint. Possible questions to be addressed include:
Do the results meet expectations or plans? How can the context be better lev-
eraged or our own performance be improved? In what way does collabora-
tion function with other partners, and how does it function internally? Are the
tasks and roles clearly defined on all sides? What can be improved? If neces-
sary, an external person is called in to moderate the process.


The strengths of a self-evaluation lie in the evaluators’ detailed and specific
knowledge of the project and the participating institutions in the partner
country. It can be flexibly conducted with little effort on a regular basis, and
facilitates rapid adjustments. It promises to be successful if those involved are
sufficiently self-critical, and generally leads to stronger team building and
cooperation.


Weaknesses result from the tendency not to see the forest for the trees and
when there is no distance from daily operations. Self-evaluation is also less
suitable for analysing issues of relevance in a broader context.
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3.3 Combination of self-evaluation and external evaluation


Self-evaluation can be combined well with external evaluation since both
forms of evaluation complement each other. A self-evaluation conducted in
preparation for an external evaluation can reduce resistance and anxieties,
while participants’ confidence can be bolstered by this preliminary process.
Such groundwork also reduces the time and effort to be spent on external
evaluation. However, a self-evaluation can also prove useful during an exter-
nal evaluation (as an alternative option if problems are encountered in the
process) or afterwards.


Both processes contribute to the learning curve and to an understanding of
the project reality, while the results of a self-evaluation can provide the im-
petus for an external evaluation or vice versa. The key questions, methods
and learning processes are identical but the roles and responsibilities of the
actors differ.


Self-evaluation can also play a key role in monitoring a country programme
(review). Questions about the programme’s strategic direction and impact are
posed, and deliberations usually take on a political dimension. As an initial
step in the reviewing process, detailed questions are analysed and, if avail-
able, results from the self-evaluation are integrated. This process can be per-
formed in steps over several months, and external resource personnel are 
called in.


Characteristics 
of self-evaluation and 


external evaluation 
(from the programme/


project standpoint)
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Self-evaluation
“Internal view”


■ Evaluation object lies within own
sphere of responsibility


■ More detailed view from within the
programme/project


■ Periodic process; possible 
at regular, shorter intervals


■ Proximity to those affected and to
own project


■ More economical


External evaluation
“External view”


■ Evaluation object lies within
other’s sphere of responsibility


■ Incorporation of knowledge 
of similar actions and themes


■ Limited time frame; specific,
often one-off action


■ Distance from subject/project
■ More cost-/effort-intensive
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The audit is a monitoring activity performed after project work and controls
have been completed. It involves more than a simple accounting review, since
it determines whether the available policies and instruments have been cor-
rectly implemented and applied.


The country programme defines the binding framework for the medium-term
planning and implementation (5–7 years) of SDC’s participation in the de-
velopment of a partner country. It contains thematic priorities, a provisional
allocation of resources, and lays down the principles for operational imple-
mentation.


Several projects/programmes in various sectors/countries are analysed from
the perspective of a cross-sectoral theme (e.g. environment, gender, poverty,
etc.) or sector.


Effectiveness indicates the extent to which a project or programme has achieved
its objectives.


Efficiency compares the use of resources (personnel, time and financial
resources) with the achieved results (“Input – Output”).


Evaluation asks the questions: Are we doing the right thing? And are we
doing things right? 


The external audit is conducted by the Federal Accounting Office, which
reports directly to Parliament.


A group of persons responsible for conducting an evaluation. The group
composition must be balanced and contain independent experts, representa-
tives of the partners and/or the beneficiaries, and external and local experts.
Care must be taken to ensure that the  group possesses social as well as tech-
nical competences. Special attention is given to ensuring that the members 
of the evaluation team are able to handle priority cross-sectoral issues (e.g.
poverty, gender, environment).


An evaluation conducted by one or more persons outside the project/pro-
gramme structure. 


Impact refers to the desirable and undesirable long-term effects of a project
or programme which exceed the project’s/programme’s immediate sphere of
responsibility.


Audit


Country programme


Cross-sectoral evaluation 


Effectiveness


Efficiency


Evaluation


External audit


Evaluation team 


External evaluation


Impact


4. Annexes
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An indicator is a variable which helps to identify indirect differences in qual-
ity or quantity within a defined period of time. To this end, complex problems
are simplified and reduced to an observable dimension.


The resources (know-how, financial, personnel, etc.) required for the planned
project output.


The internal audit is conducted by an independent entity or inspectorate,
which nevertheless reports directly to the Director. The audit is used by the
Director as a management instrument.


The process which leads to a planning platform. The various actors within a
programme set down their visions, jointly analyse the problems to be solved
and the available resources and potentials. Based on this they determine the
overall aim of a programme/project, from which they derive the specific
goals, and harmonise their activities and the results to be achieved (output
and impacts).


A cross-sectoral analysis examines existing evaluation reports focusing on 
a specific topic or sector, in order to render account at a higher level and gar-
ner experience for subsequent incorporation in new policies or implemen-
tation strategies.


Monitoring comprises the deliberate selection of observation fields and the
targeted, systematic collection and production of data and information during
the course of a particular activity. Monitoring begins at the planning stage
and is an essential steering element. It is performed in relation to outputs, out-
comes, processes, impacts, and the project setting.


The results directly achieved by project activities.


The overall aim to which a project/programme contributes with its results
(outcomes), but whose achievement is outside the project’s/programme’s
sphere of responsibility and is still impacted by other factors. 


A programme comprises several projects which pursue a common or similar
overall aim. However, a programme is more than the sum of its parts.


A project is a planned package of measures to achieve a defined objective
within a limited time and geographical area, and within defined financial
parameters. The work plan, the mandate, and responsibility for project ex-
ecution are clearly defined. A project calls for multidisciplinary cooperation
between persons and institutions.


Indicator


Input


Internal audit


Logical framework


Meta-evaluation


Monitoring


Output


Overall aim


Programme 


Project 
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A system which covers the various elements in the course of a pro-
gramme/project (identification, planning, monitoring, evaluation, implemen-
tation). These elements form a single entity, have interrelated themes, and are
synchronised. 


The question of relevance refers to the correlation between a project’s/pro-
gramme’s development objectives and prevailing conditions, opportunities
and risks in a particular country. Questions are asked about the extent to
which a project helps to meet the existing needs and priorities of the target
groups/beneficiaries (are we doing the right thing?). 


Results contain as well “outputs” (direct products and achievements of a pro-
gramme/project) and “outcomes” (their direct and indirect effects).


Evaluation of various projects/programmes which belong to the same sector
and are carried out in one or more countries. The same key questions are
asked in sector evaluations.


In a self-evaluation the persons who are the object of the evaluation and those
who conduct it are identical. They may be individuals, groups or institutions.
A self-evaluation examines the internal sphere of responsibility. It may involve
an external person acting as a moderator.


Persons, groups and institutions who actively participate in a project/pro-
gramme and/or are affected by it. 


Sustainability is the primary aim of development processes, with a view to the
durability of projects. A project is sustainable if the changes set in motion and
supported (effects, processes, etc.) can be continued and further developed
over the long term. 


A description of objectives, key issues, intentions, anticipated results and
methodologies for specific short-term tasks. Usually used to prescribe specific
mandates for consultants, e.g. for the purposes of conducting an external
evaluation of a project or programme.


Project cycle


Relevance


Result


Sector evaluation


Self-evaluation


Stakeholders 


Sustainability


Terms of Reference
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4.2 DAC Principles for the Evaluation of Development Assistance
in the International Cooperation


Abstract from the report entitled “Principles for the Evaluation of Development
Assistance”, Development Assistance Committee (DAC) of the OECD, Paris
1991.


(...)
Development assistance is a co-operative partnership exercise between
donors and recipients. The developing countries are responsible for their own
development and development assistance can only be subsidiary and com-
plementary to the efforts of the developing countries themselves. Aid supports
activities for which developing countries have final responsibility and owner-
ship. Project performance depends on both donor and recipient action. Both
have an interest in, and responsibility for, the best use of scarce public funds.
Both must therefore be interested in evaluation not only for improving resource
use for development through learning from experience but also for account-
ability to political authorities and general publics.
(...)


The principles set out below provide general guidance on the role of aid evalu-
ation in the aid management process, with the following central messages:


■ Aid agencies should have an evaluation policy with clearly established
guidelines and methods and with a clear definition of its role and respon-
sibilities and its place in institutional aid structure.


■ The evaluation process should be impartial and independent from the pro-
cess concerned with policymaking, and the delivery and management of
development assistance.


■ The evaluation process must be as open as possible with the results made
widely available.


■ For evaluations to be useful, they must be used. Feedback to both policy-
makers and operational staff is essential.


■ Partnership with recipients and donor cooperation in aid evaluation are
both essential; they are an important aspect of recipient institution-building
and of aid coordination and may reduce administrative burdens on re-
cipients.


■ Aid evaluation and its requirements must be an integral part of aid plan-
ning from the start. Clear identification of the objectives which an aid ac-
tivity is to achieve is an essential prerequisite for objective evaluation.


An evaluation is an assessment, as systematic and objective as possible, of an
on-going or completed project, programme or policy, its design, implementa-
tion and results. The aim is to determine the relevance and fulfilment of objec-
tives, developmental efficiency, effectiveness, impact and sustainability. An


I. Introduction
Donor/recipient partnership


Definition
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evaluation should provide information that is credible and useful, enabling
the incorporation of lessons learned into the decision-making process of both
recipients and donors. 


The main purposes of evaluation are:


■ to improve future aid policy, programmes and projects through feedback of
lessons learned;


■ to provide a basis for accountability, including the provision of information
to the public.
(...)


The accountability notion of evaluation referred to here relates to the de-
velopmental results and impact of development assistance. It is distinct from
accountability for the use of public funds in an accounting and legal sense,
responsibility for the latter usually being assigned to an audit institution.


Impartiality contributes to the credibility of evaluation and the avoidance of
bias in findings, analyses and conclusions. Independence provides legitimacy
to evaluation and reduces the potential for conflict of interest which could
arise if policymakers and managers were solely responsible for evaluating
their own activities.


The institutional structure for managing evaluation is crucial to ensuring an
effective evaluation process. The organisational aspects must address three
requirements: developing a policy and a set of guidelines for evaluation;
ensuring impartiality and independence; linking evaluation findings to future
activities. (...)


Impartiality and independence will best be achieved by separating the evalu-
ation function from the line management responsible for planning and man-
aging development assistance. (...) The organisational arrangements and
procedures should facilitate the linking of evaluation findings to programming
and policymaking.


The credibility of evaluation depends on the expertise and independence of
the evaluators and the degree of transparency of the evaluation process.
Credibility requires that evaluation should report successes as well as failures.
Recipient countries should, as a rule, fully participate in evaluation in order to
promote credibility and commitment.
(...)


II. Purpose of evaluation


III. Impartiality 
and independence


Institutional structure 
for managing evaluation


IV. Credibility
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Transparency of the evaluation process is crucial to its credibility and legiti-
macy. To ensure transparency:


■ The evaluation process as a whole should be as open as possible with
results made widely available.


■ Evaluation reports must distinguish between findings and recommenda-
tions. Relevant information to support findings should be included in a way
that does not compromise sources.


To have an impact on decision-making, evaluation findings must be perceived
as relevant and useful and be presented in a clear and concise way. They
should fully reflect the different interests and needs of the many parties in-
volved in development assistance. Easy accessibility is also crucial for use-
fulness. The evaluation process itself promotes a further clarification of objec-
tives, improves communication, increases learning, and lays the groundwork
for follow-up action.


Evaluations must be timely in the sense that they should be available at a time
which is appropriate for the decision-making process. This suggests that evalu-
ation has an important role to play at various stages during the execution of
a project or programme and should not be conducted only as an ex-post
exercise. Monitoring of activities in progress is the responsibility of opera-
tional staff. Provisions for evaluation by independent evaluation staffs in the
plan of operation constitute an important complement to regular monitoring.


Consistent with the partnership principle stressed above, whenever possible,
both donors and recipients should be involved in the evaluation process. (...)


Involving all parties concerned gives an opportunity for learning by doing
and will strengthen skills and capacities in the recipient countries, an impor-
tant objective which should also be promoted through training and other sup-
port for institutional and management development.


Collaboration between donors is essential in order to learn from each other
and to avoid duplication of effort. Donor collaboration should be encouraged
in order to develop evaluation methods, share reports and information, and
improve access to evaluation findings. (...)


An overall plan must be developed by the agency for the evaluation of devel-
opment assistance activities. In elaborating such a plan, the various activities
to be evaluated should be organised into appropriate categories. Priorities
should then be set for the evaluation of the categories and a timetable drawn
up. (...)


V. Usefulness


VI. Participation of donors
and recipients


VII. Donor cooperation


VIII. Evaluation 
programming


26







4.  Annexes


Evaluation capability is needed to cover a broad spectrum of evaluations:
policy, programme and project activities as well as sectors, themes, and
cross-sectoral issues. Evaluations further need to look at agency procedures
and management issues. (...)


Each evaluation must be planned and terms of reference drawn up in order
to:


■ define the purpose and scope of the evaluation, including an identification
of the recipients of the findings;


■ describe the methods to be used during the evaluation;
■ identify the standards against which project/programme performance are


to be assessed;
■ determine the resources and time required to complete the evaluation.


The purpose of the evaluation must be explained, e.g., to contribute to im-
proving aid policies, procedures and techniques or to consider a continua-
tion or discontinuation of specific current activities.


An evaluation must define the activity that is being evaluated, e.g., projects,
institutions, sectors, or programmes and contain such information as back-
ground, objectives, activities, expenditures, expected impacts and effects.


It is essential to define the questions which will be addressed in the evaluation
– these are often referred to as the “issues” of the evaluation. The issues will
provide a manageable framework for the evaluation process and the basis
for a clear set of conclusions and recommendations. The following are basic
groups of evaluation issues:


■ Rationale (...)
■ Objectives Achievement (...)
■ Impacts and Effects (...) 


The aim of asking these questions is to ensure that the evaluator can assess
the information and formulate conclusions and recommendations concerning:


■ The Overall Results (...)
■ Sustainability (...)
■ Alternatives (...)
■ Lessons Learned (...)


IX. Design and implemen-
tation of evaluations
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This stage must also define the methods and techniques to be used to address
the identified issues. The nature of development assistance suggests that in
most cases evaluation will involve a combination of quantitative and quali-
tative techniques. The methods used in the appraisal of an activity should, as
a general rule, also be used in the ex post evaluation. (...)


Evaluation reporting should be clear, as free as possible of technical lan-
guage and include the following elements: an executive summary; a profile of 
the activity evaluated; a description of the evaluation methods used; the main
findings; lessons learned; conclusions and recommendations. (...)


Systematic dissemination is essential for ensuring improved planning and
implementation of development assistance activities. Evaluation results may
be disseminated in several ways apart from the evaluation report itself e.g.,
annual reports providing a synthesis of findings; abstracts/summaries pro-
viding a synopsis of findings.


Feedback is an essential part of the evaluation process as it provides the link
between past and future activities. To ensure that the results of evaluations are
utilised in future policy and programme development it is necessary to estab-
lish feedback mechanisms involving all parties concerned.


X. Reporting, 
dissemination and feedback
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4.3 Matrix for DAC Abstracts


Donor in abbreviated form; always use the English term for DEZA: SDC


Report title in original language, avoid abbreviations


Subject number leave blank; will be assigned by I/D – SDC


Geographic area mention country, region (if border-crossing), or continent


Sector more than one may be indicated


Language Enter the language in which the document is written – e.g. EN (English); 
FR (French); SP (Spanish)


Date Enter the evaluation date in YYYY-MM-DD form. You can enter the com-
plete date (i.e., 1998-02-01) or only the year and month (i.e., 1988–11) 
or only the year (i.e., 1998)


Collation Enter the number of pages and annexes associated with the evaluation 
(i.e., 20pp; 4 annexes)


Evaluation type Timing (mid-term, completion, ex-post)
Subject of evaluation (project, program, sector, country/region, synthesis, 
thematic, multilateral, NGO)


Status Enter P for planned or C for completed


Authors Enter the author and/or the Evaluation Office responsible for conducting 
the evaluation. Avoid the use of Acronyms


Cross-sectoral themes mention only if relevant to project; e.g. gender, poverty, environment, 
empowerment, autonomy, institution capacity building, good governance


Type of project bilateral or multilateral, or multi-bi


Project executing agency 
in the project country state-run (i.e. public body)/NGO/others:


Type of cooperation technical cooperation (TC), financial cooperation (FC), humanitarian aid
(HA), Swiss Disaster Relief Unit (SDR)







Subject description


Evaluation methodology


Major findings


Lessons learned
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The subject description should attempt to capture the rationale for the inter-
vention (i.e., what development constraint is being addressed) as well as what
was/is expected as a result of the activity. If there is more than one para-
graph these should be separated by a blank line.


Enter a brief description of the methodology or approach used in conducting
the evaluation and the methodological considerations addressed. These could
include the objectives, scope and focus with respect to the issues of the evalu-
ation, as well as the methodologies and data sources used. If there is more
than one paragraph these should be separated by a blank line.


Enter the major findings from the evaluation. These should highlight the rela-
tive success of the aid activity in achieving its objective or expected results. If
there is more than one paragraph these should be separated by a blank line.


Enter any lessons learned from the evaluation. If there is more than one para-
graph these should be separated by a blank line.


Evaluation abstract format


The abstracts have to correspond to the following guidelines and be written in
English, Spanish or French:
Scope: The abstract should be limited to 2 pages (Standard A4 format; Font:
Arial 12; 30 lines, 60 keystrokes each).
Structure: The abstract consists of two parts. The first part contains the biblio-
graphic information. The second part consists of four chapters written in text
form. Avoid abbreviations!


Evaluation reports inventory


All evaluators must write an abstract as an integral component of the evalu-
ation report. This represents part of the ToRs. The abstract must be attached to
the evaluation report and an electronic version must be sent to the person re-
sponsible at headquarters. 


These abstracts are added to the DAC Evaluation Reports Inventory which
contains information on planned and ongoing evaluations of developmental
organisations represented in the OECD. This database is accessible on the
Internet: http://minweb.idrc.ca/daclog.htm. 
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Preface


This book gives the overview of the ID/OS Toolkit, the Tango for Organisation. The book
goes hand-in-hand with the CD-Rom you will find in the back cover, on which a much
more detailed description of the tools is provided. The book is a summary of the CD-Rom.
The introduction in this book is the one to the whole of the ID/OS Toolkit. In this book you
can find the quick steps, those steps you need just before starting your performance.
On the CD-Rom you will find all the tools with hyperlinks facilitate the search on the CD-
Rom.
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Abbreviation In full
DED Deputy Executive Director
DH Department Head
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ED Executive Director
G.D. General Director
HDI Human Development Index
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1 The Tango for Organisations
What does it take to Tango? What does it take to make an organisation swing? To make
organisations excel in their unique niche, managers and advisers need to assess the
situation, develop plans and guide interventions to success. In all these stages of fact-
finding, reflection, brainstorming, decision taking and change, tools and models can help
to explore, present and communicate on the situation. The tools collected in this manual
represent the collective wisdom of many development practitioners connected with MDF,
who read about or developed, tested and refined dance movements and instructions.


Being a fast and energetic dance, the Tango requires that you master the steps, but then
rewards the dancers with vigour and a clear sense of direction. This toolkit similarly
portrays the necessary steps in Institutional Development and Organisational
Strengthening (ID/OS), for organisations inspired to dance towards their mission. It
presents a comprehensive variety of tools and angles to accurately diagnose the dance
floor (the external facts and trends) and your tango skills (competence and capacity of the
internal organisation). The purpose is to remove hindrances that may cause one to
stumble or fall. At the same time the dance fosters commitment and motivation for
change: The determination and flexibility that enables even elephants to dance the Tango
(our organisation’s name MDF is also explained as ‘Management by Determination and
Flexibility’).


Users of this toolkit
This toolkit contains diagnostic (and change) tools for managers, advisers and consultants
who wish to engage in ID/OS processes for different purposes. These purposes differ in
starting point and objective1:
• Strategic orientation. An organisation decides on priorities for innovation and plans


the road ahead, including adjusting its own capacity in view of the planned change
• Sector development. Sector key players initiate a review and adjustment of who does


what in an institutional sector, and plan ways to enhance sector performance
• Programme development. A programme implementing organisation or donor looks


for partners to decide who does what and on how to get every party ready for his role
• (Re-) positioning. An organisation reviews and envisions what to do, and establishes


a new vision, mission, norms, approach and guiding principles
• Operational and technical development. An organisation decides how to improve in


what it does.
• Change Tools. How to plan interventions; how to enable support; how to monitor


change processes


Professionals experienced in organisational analysis and consultation can select relevant
tools and use the tool descriptions in this manual as recipes in their work. Sound and
optimal application of these tools, however, presumes professional integrity and
competence. Without these qualities, the random application of tools can become
mechanical and inflated, leading to erroneous conclusions. However, the Tango helps
less seasoned managers and advisers by providing an overview and idea of possible
approaches to their issues. Should they employ consultants, the Tango helps them to
                                                
1 See further the ID/OS process design tool in 2.3.1 on the CD-Rom
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identify their question clearer and maintain the lead in establishing Terms of Reference
and receiving support. Knowing what you don’t know makes you a better partner. 


Concepts and definitions2


An organisation can be defined in general as a complex of people and/or groups that,
according to commonly agreed rules and procedures, strives to realise one or more pre-
set objectives. In this toolkit we use the term ‘organisation’ for the actor(s) on who tools
are applied. 


Norman Uphoff defined institutions as: Complexes of norms and behaviours that persist
over time by serving collectively valued purposes. In this toolkit the term ‘institutions’
points at the institutional environment or the context around the organisation(s) under
analysis. This context comprises of factors (economic, technical, political-legal, socio-
cultural influences) and actors (suppliers, financiers, competitors, partners, and target
groups, and the networks between them).


Whereas ‘organisation’ stands for what is internal, the term ‘institutional’ stands for the
external world and relations that is not under the control of the organisation(s) under
analysis, but have effect on the organisation and its performance.


The organisation under scrutiny has reasons for applying tools, which need to be clear3


and agreed upon. Analysis therefore starts with formulating a Basic Question (BQ). This
question states the objective of analysis, and then asks how to achieve it. The BQ also
helps to delineate the border between internal (organisation) and external (institutional
context). 


Having defined institutions and organisations, we come to the concepts of Institutional
Development and Organisational Strengthening (ID/OS). As a working definition, ID
stands for the creation or reinforcement of a network of organisations to effectively
generate, allocate and use human, material and financial resources to attain specific
objectives on a sustainable basis. And in this toolkit we define OS as measures to
improve the organisation’s capability to execute selected activities while striving to
achieve the objectives of that organisation.


Framework and approach
All development interventions, including ID/OS, are ultimately geared towards a target
group: All development efforts should in the end benefit the beneficiaries. However, we
distinguish three categories of development interventions:


1. Direct Assistance (DA)
2. Organisational Strengthening (OS)
3. Institutional Development (ID)


The below illustration shows the relation between ID, OS and DA interventions
                                                
2 For more details see the Glossary.
3 Initially this purpose is often broad, and may be refined or adjusted during the ID/OS process.
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The three categories of interventions are complementary. Most development processes
include two or more intervention categories. However, in each category different
instruments and approaches can be applied. 


What applies to interventions, also applies to diagnosis. Investigations can focus on the
clients or target group (DA), on a single organisation with its products and services (OS),
or on the wider institutional sector serving the target group, and surrounding the individual
organisations (ID). This toolkit focuses on ID/OS, assuming that the target group
organisation is sufficiently known. However, as reality is more intertwined than the above
suggests, in reality some tools touch on target group analysis as well, or can be applied at
that level (see e.g. Section 9.2 OOPP on the CD-Rom).


As for the order of ID/OS: We generally (advocate to) start diagnosis4 from the outside
(institutional context analysis). The reasons for this order relate to both content and
process. We move from global to local5 because the institutional context provides the
reason for existence (target group) and the situation to fit to. External orientation prevents
that capacity building efforts become internally focussed, without serving a clear external
purpose. ‘Only fiddle around with the internal organisation if there is a clear external
(performance) problem’. In terms of process the advantage of starting with an external
analysis is that that is less threatening/intimidating, while recognising external problems
provides a strong incentive for change.


                                                
4 In implementing ID/OS interventions there is no preferred order: One should do what the situation demands
5 The full cycle is also described as ‘Think micro-macro, act macro-micro’. The ID/OS process is in line with
this logic, because it presumes a good target group analysis at micro level (DA) as basis
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Process and limitations
The ID/OS diagnostic and change process can
involve (internal or external) advisers, or can be
directed by the regular management of the
organisation(s). If consultants are involved, they
can be either experts (giving independent
judgement and advice), or process consultants
(facilitating self-assessment). In general MDF
trainer/consultants (advocate to) combine both6:
To know the sector, and to have stakeholders
play an active role. The optimal impact ensures
quality decisions (based on accurate diagnosis),
supported by broad commitment.


The process starts with an ‘Intake’: Defining the
purpose, designing the route and determining
the responsibilities for the diagnostic process. 
All the steps are 
• Intake
• fact-finding
• reflection (analysis)
• assessment (judgement)
• identify invention options, and weighing


options
• deciding the course of action
• implementation of change7. 
It is important not to skip or rush any of the steps, and jump to premature conclusions. 


In process8, the diagnosis first roughly scans output (performance), mission and input.
Then the more thorough institutional analysis follows (focussing on factors and actors).
Next the organisation analysis looks at strategy, structure, systems, -often roughly in this
order. The diagnosis finally leads to strategic and operational planning– this is also the
order of the chapters of this toolkit.


Parallel to this process in terms of diagnosis and content, runs a mental process of
learning and readiness for change9. The tools in this toolkit are described at such a level
that a person experienced in the application of various tools and instruments, can start
working with it, preventing the most common mistakes. However, it does not teach you the
inter-personal competence and skills required for success in consultancy and
management (see Section 2.4 on the CD-Rom). To enable this experienced person to
place the tools in the context of the Organisation Learning Process, chapter 2.3 provides a
schematic overview. This overview gives an indication in the learning stage that an
organisation needs to be in before the tool can be applied.10


                                                
6 Although in varying proportions, tailored to the case
7 Analytically change implementation is the last step, but in practice change (and especially the dynamics of
awareness and commitment, or resistance to change) is embedded from the inception of the process
8 This is the order of the Chapters and Sections of this toolkit, see the below paragraph ‘Flow of the Tango’
9 See for example the tool ‘Organisation Learning Cycle’ in Section 2.2 on the CD-Rom
10 Not all Tango Tools can be positioned at a particular learning stage. A number of them are models, e.g.
IOM, and provides the opportunity to be used at various stages of the organisational learning process.
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Implementation of new options
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A coherent set of activities on macro, meso and micro level, within a well defined institutional and budgetary framework, for which the government has formulated an explicit policy (e.g. Health sector).
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hc

Comment on Text

Products and services in their quality and quantity



hc

Comment on Text

The value an organisation adds to society in material as well as immaterial terms
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The tools in this kit are action tools. They aim to provide pragmatic insights, enough to
take informed decisions. They seek to get to the main point rather than striving for
academic completeness. For this reasons they make ample use of visualisations, both to
capture facts and views in a memorable manner and to facilitate communication.


Tool descriptions
The descriptions of tools on the CD-Rom follow a standard layout:


Chapter: Section: Tool The header in the right top corner indicates the Chapter,
Section and Tool. The numbering of the Chapter and
Section is also repeated in the footer of each page


Tool Gives the title of the tool


What is it? Gives a short description of the tool


What can you do with it? Describes in which situations this tool can be applied
Basic (sub)questions Gives examples of questions that you may have, and for


which situations this tool can be used. These questions can
be a Basic Question (guiding the whole diagnosis and
probably several tools) or sub-questions that define what
you exactly want to get out this particular tool


Results Lists possible concrete outcomes of applying this tool.
These outcomes contribute to answering the above BQ’s or
sub-questions


How to use it? Describes the use in three sub-headings:


Process
Lists with whom and in how much time the tool can be
applied. This section also gives points of attention for
facilitators, in view of the fact that tools are both a means to
improve content (quality) and communication (commitment)


Groundwork Records what should already be clear as a starting point
when applying this tool


Follow up Suggests what next to do, often giving cross-references to
other tools


Requirements/limitations Lists preconditions and restrictions of the tool, which are
road blocks when not acknowledged for what they are


References Provides some references to literature, organisations and
internet sites


Example Gives one or more examples of applying this tool. Whereas
the forgoing ‘Description’ and the ‘Steps’ can sound
abstract, the examples should give you a better idea of the
relevance of the tool (yet should not close your mind to
possible different outcomes)


Steps Describes in detail a way of how to apply the tool. The
readers are encouraged to test variations, which is also the
route by which these tools were developed (Suggestions
and experiences can always be send to the author).
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Notes
Some of the elements presented are actually concepts and models that are used in a later
stage or are needed to understand the content.
A note of warning is needed for use of the toolkit. Tools are just tools. A tool
creates/provides a model, and a model is not more than an extract of the reality. Tools
can serve as means to understand reality and need to be seen and used that way. No
more, no less. Selecting the right tool for the existing situation is most crucial and most
difficult.


Flow of the Tango
In dancing the Tango there are forward and backward steps, turns and sideways
movements, intimate approaches and disengagement. But although there is ample
freedom for improvisation, the order of the movements is by no means ad random.
Similarly this toolkit follows a definite logic, and yet this represents only one possible
dance, which is by no means prescribed for all occasions11. The graph below depicts this
particular flow, which is closely related to the flow leading to Strategic Orientation (see the
Section ‘Users of this toolkit’ and the ‘ID/OS process design’ tool in 2.3 on the CD-Rom). 


Content of the CD-Rom
Chapter 2 discusses the Approach to ID/OS. The Question (Section 2.1 on the CD-Rom)
and the Client (2.2) determine which Process is appropriate (possible processes are
therefore elaborated in 2.3). Note that finding the right research or ‘Basic’ Question is a
key art in itself, closely related to the aspect (or criteria) in which the need for change is
perceived. Understanding the Client entails identifying the different stakeholders, their
interests and readiness for change (or even their readiness for analysis). This is the
reason why the Client receives due attention (with four tools) even during the intake.
Paying attention to the Client, however, makes it fair to look at the Adviser (consultant or
manager) who guides the process; this is done in Section 2.4 on the CD-Rom.


                                                
11 Many tools can be applied in a different order or context than suggested by the sequence in this toolkit. A
few examples:
• A Process flowchart or Management assessment can be used during Planning, rather than during Internal


Organisational Analysis, which is before Strategy setting
• Core quadrants are presented in this toolkit in the first place as a means to analyse the staff in an


organisation, but it can also be applied to describe organisational culture, or to make an institutional
context analysis of possible collaboration between two organisations.
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Next in the toolkit follow the main two Models underlying MDF’s ID/OS approach (Chapter
3), represented in the picture by the glasses looking at the process. Section 3.1 on the
CD-Rom presents the Model used to Analyse Organisations and 3.2 the Model that
expresses how we look at institutional Sectors. Thinking macro to micro it would be
logical to present the Sector Model first, but as this broader view is optional and the
Organisational view key to ID/OS, we present the IOM (Integrated Organisation Model)
first.


Chapter 4 on the CD-Rom provides tools to get a first impression of organisations. It
looks at the organisational elements (and the inter-relations between those elements) that
represent the link between an organisation and it’s surrounding: Output (4.1), Mission
(4.2), and Input (4.3). These three elements are presented in the above order, because
this is the sequence to get an impression and judge the performance of an organisation.
First look what they do (Output), then what they (officially) aim for (Mission), and finally
with which Inputs this is done. These elements together (represented by the three orange
circles around the green circle in the picture) are referred to as External Organisation, and
the Chapter therefore External organisational analysis.


Whereas Chapter 4 on the CD-Rom is still in many ways an appetiser to get ready for in-
depth analysis, Chapter 5 introduces the very important tools for institutional context
analysis. In the ‘Flow of the Tango’ drawing this institutional context is represented by the
two blue rectangles around the central organisation. They stand for Factors (5.1; more
abstract forces, like the law or the economy) and Actors (5.2; other organisations, or even
other Departments than the one under scrutiny) around the organisation. In most cases
the findings are interpreted and assessed as Opportunities and Threats (OT). This
Chapter already concludes with a tool on how to develop potential strategies (Strategic
Options) that respond to the OT. Strategy identification is possible because what is
relevant and desirable is quite independent from what is feasible given the internal
functioning and capacity of an organisation.


Only in Chapter 6 on the CD-Rom we dive into the Internal Organisational Analysis:
The large green central circle in the ‘Tango Flow’. The elements under investigation here
are firstly Strategy (6.1; determining how to achieve what was desired in the mission),
Structure (6.2; which relates to hierarchy and chains of command, but equally to co-
ordination mechanisms between units, and balance in attention and time expenditure),
and Systems (6.3; the rules, procedures and processes that describe the actions of the
organisation). These three are often referred to as the ‘hard’ internal elements, as they are
often topic of discussion and their (official) functioning documented in plans and
instructions. Three ‘soft’ elements relate to Management Style, Staff or Staff
performance and Organisational Culture. While all organisational elements are related
(therefore the word Integrated in the ‘Integrated Organisation Model’), problems in the
‘hard’ and ‘soft’ elements are often diagnosed and addressed in the wrong area (e.g.
system interventions attempting to control staff performance, or ‘motivational talks’ to
resolve tasks and authority mismatches). An analysis considering all aspects therefore
yields more comprehensive and reliable insights. The assessment of the internal
organisation yields Strengths and Weaknesses (SW).


Chapter 7 on the CD-Rom integrates the foregoing analysis into Strategy setting. A
major tool MDF applies for organisations that want to review their strategy12, called
                                                
12 Note that Strategic Orientation is not relevant for e.g. programme or operational development, which is
nevertheless a more common purpose for organisational diagnosis.
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The value an organisation adds to society in material as well as immaterial terms
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A coherent set of activities on macro, meso and micro level, within a well defined institutional and budgetary framework, for which the government has formulated an explicit policy (e.g. Health sector).
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All resources an organisation uses or needs to use for it’s production
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The reason for being of an organisation, described in a commonly accepted manner
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Strategic Orientation, matches what an organisation wants (opportunities, threats and
strategic options derived from the institutional context analysis) with what it is able to do
(looking at strengths and weaknesses in the internal organisation). This leads to strategy
decisions and focussed capacity interventions (rather than an approach that
indiscriminately attempts to remove all weaknesses). 


Chapter 8 on the CD-Rom takes the final steps to operationalise and implement the
(strategic) plans developed in response to all analysis. The Operational planning Section
(8.1) contains tools to make a presentable comprehensive plan, to assign responsibilities,
assess and deal with interests and resistance, and identify training needs in view of the
change. The Section on Change management (8.2) explores how to analysis and
manage change implementation.


All above tools had a focus on a particular step or element in the ID/OS analysis, which is
the heart of this toolkit. However, there are also tools and approaches that cover a whole
range of issues, often even including target group analysis and running through to
strategy making and sometimes change implementation. Some of these Generic
methods are listed briefly described in Chapter 9 on the CD-Rom, and a few are worked
out in more detail.


While Chapter 10 on the CD-Rom gives an Overview and resources, Chapter 11 on the
CD-Rom provides ‘The Quick Step’. Just before you go on stage to perform a dance you
studied, you need last minute battle instructions. At this point full-blown technical user
manuals become a burden to you: Just before (or during) the exams you need scrip
sheets. At the end of the Tango, and therefore easy to find, the Quick Step provides just
that, collectively for all tools presented in this manual. 


A remark on page numbering is that the tools are loose-leafed and the pages not
numbered through, to facilitate adding future tools or revise existing ones. As with
computers: as soon as this manual is published it starts getting outdated.


Throughout the toolkit we refer to facilitators of change as consultants, advisers, change
agents, managers or leaders. These are generally interchangeable, but all terms can be
used as appropriate for anyone responsible for change within organisations.(See glossary
with some definitions).


Content of the book
In this booklet you will find; the IOM model, as this is the basis for the flow of the Tango of
Organisations; the IOM checklist and the Organisational Learning Cycle. The main part
of the book is the Quick Step and the Tools Overview. In the quick steps, the steps of
the tools of the TANGO ID/OS Toolkit give, the last minute battle instructions. The Tools
Overview gives an indication of when you can use a certain tool in the organisational
change process. On the CD-Rom there are more tools then in the Quickstep, see the
table of content of the CD-Rom on the next page.


We would like to make a final remark: where 'he' is mentioned in the text, this can also be
meaning 'she' and vice versa.
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An expert attached to an organisation, invited to intervene on a specific issue for a dedicated period of time, very often based upon terms of reference, specifying the responsibilities and desired outputs of the consultant. The consultant has no hierarchical position in the organisation
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2 Model


This Chapter presents the Models that gives an overview of what is at stake in Institutional
Development and Organisational Strengthening (ID/OS). The Model is the glass through
which we will look at the ID/OS process. The Integrated Organisation Model (IOM)
presents eleven elements that comprehensively characterise any organisation. On the CD
Rom there is the Institutional Sector Analysis (ISA) Model that provides an image of a
Sector (a Sector can be any issue for which a country has developed a policy and
budget), that includes several organisations. Thus the ISA is the larger picture and the
IOM zooms in, which would make it logical to present the ISA here as well. However we
do present the IOM here, because for ID/OS it is not mandatory to have the sector
perspective, whereas ID/OS necessarily includes looking at organisations. Another reason
to present the IOM is that the Flow of the Tango (the name and order of Chapters and
Sections) closely relates to the IOM, making the IOM the basis of this manual.


Both Models are first described and then followed by a checklist, that offers questions for
organisation and sector analysis respectively. As the ISA is very brief, and the IOM
checklist more detailed, they can be referred to as first- and second level of questioning
respectively. Note that the IOM also includes a gender checklist on the CD Rom, to
facilitate a check that principally focuses on gender. Gender is already integrated in the
regular IOM checklist, but this separate checklist can be of use if gender is the prime
focus of an exercise.


Models


Process Strategy 
setting


Planning & 
change


Advisory 
competence


Client & 
Question


Generic methods
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2.1 Integrated Organisation Model (IOM)


What is it?
The Integrated Organisation Model (IOM) is a model that can be applied to describe, to
analyse and to diagnose organisations. The IOM is an integrated (or integral) model to
emphasise the interrelationships of the different elements of an organisation: although the
elements can to a certain extent be treated separately, they are all connected to each
other and - ideally - in balance. When there is no or no clear fit between the different
elements within an organisation, the organisation will not function optimally and the need
for organisational change will be (or become) apparent.


The IOM offers an overall tool to put the various elements of an organisation in their place,
be it a government department, a non-government organisation, a local government, a
people’s organisation or a private enterprise wherever in the world. If you look at
organisations using this model you wouldn’t overlook the most important elements.
However, it is an overall model, and instead of seeing it as a tool, one might rather refer to
it as an organisational concept. To analyse an organisation in depth, you may need more
specific tools, depending on the exact aim of the analysis. 


Integrated Organisation Model
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Actors: suppliers, financiers, competitors, partners, target groups


Factors: economic, technical, political, socio-cultural influences
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Describing the model


The IOM consists of 5 external components and 6 internal components. 
The external components, mission, outputs, inputs (together called the external
organisation), factors and actors (together called the institutional elements) describe the
environment of the organisation or have strong relations with this environment. 
The internal components describe the internal organisational choices.


External organisation elements


Mission
The mission of an organisation is its ‘raison d’être’, or in other words, the overall
objective(s) and main approach that explains why the organisation exists and what it
wants to achieve with which means.


Output
The output of an organisation comprises all material and immaterial products and services
delivered by the organisation to its various target groups (clients or customers).


Input
The inputs of the organisation include all the resources available for generating the
products and services of the organisation. The following categories of inputs and
resources can be distinguished: staff, means, infrastructure and source and level of
income.


Institutional elements


Factors
The factors or general environment is the complex set of political, economic, technical,
social and cultural factors that influences this (type of) organisation.


Actors
The actors or the specific environment comprises of the relations with those actors that
the organisation is directly dealing with. These relations may include: target group,
suppliers, financiers, partners, competitors, etc.


Internal organisation elements


Strategy
Strategy refers to the way the mission is translated into concrete objectives and
approaches.


Structure
The structure of an organisation can be defined as the formal and informal division and
co-ordination of activities and responsibilities.
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Systems
The systems determine the functioning of the organisation. It comprises internal
processes that can be divided into flows of main activities, procedures, approaches and
methodologies, formal and informal systems.


Staff
The staff or personnel component refers to performance and motivation of the staff,
utilisation and development of staff capacity. Some major elements staff policies are
incentive systems, sanctions and bonuses, staff satisfaction and staff development.


Management style
The style of management can be described as the characteristic pattern of behaviour of
the management. Where does a manager put priorities? Which aspects does he/she feel
are important and how does the manager spend his/her time: Internal or external
relations, people or means, relations or performance, inputs or outputs, quality or quantity
What is his/her attitude in making decisions: Participatory or directive/authoritarian, risk
taking or risk avoiding, long or short term oriented, formal or informal, rational or intuitive


Culture
The culture of an organisation is defined as the shared values and norms of people in the
organisation.


What can you do with it?
The IOM provides an integrated model to emphasise the interrelationships of the different
elements of an organisation, internal and external relations and can be used as a
framework for structuring fact-finding. After analysing the individual elements, their
relations can be investigated to judge (im-) balances. Reviewing the most obvious facts
concerning all elements can provide a first identification of strengths and weaknesses and
the opportunities and threats of the organisation (SWOT). The model also shows the
relations, between Mission-Input-Internal Organisation-Output (see also Quick Scan).


Basic (sub-) questions
The IOM is an overview model and can be relevant to all ID/OS questions.


Results
• What are facts that comprehensively describe the organisation in its context?
• What are positive and negative aspects of the organisation?
• What are major imbalances and relations between the organisational components?
• What are priorities for improvement?
• What are areas for further investigation? 
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How to use it?


Process
On an individual basis or in a group (not more than 20 people) an organisation can be
assessed. Such an assessment can be organised as per the IOM. With group sessions it
is recommended to have an external facilitator. The model can be used by an adviser/
consultant at several moments in the consultancy process (e.g. preparing data collection).
The IOM (as a general model, or as a means to group and order facts and judgements
concerning a particular organisation) can be used in groups to reach consensus on the
comprehensive picture and major priorities in the organisation.


Groundwork
The IOM can be used as a reference point throughout the ID/OS analysis, planning and
change implementation process. The IOM is a reference point to check that the BQ is
neither too narrow, nor too broad and ambitious.


Follow up
The IOM can be used to organise and depict facts, analytical conclusions and judgements
(in terms of strengths, weaknesses, opportunities and threats), and to derive (and base)
strategic choices on.


Requirements and limitations
For assessing the organisation, indicators have to be developed to judge the validity of
statements made (these indicators should relate to the BQ). Different other tools should
be used to deepen the analysis of the individual elements. The model is not very specific
on external influences (actors, factors). And it provides static description (disregarding
change processes or developments), although trends can be included as facts.


There are many other models to describe organisations (e.g. EFQM13/INK14, McKinsey,
etc.). In spite of their differences, they mostly yield fundamentally similar results, but their
simultaneous application can lead to term confusion.


Practical references
The IOM is developed and extensively spread and used by MDF, and widely adopted by
actors in development co-operation. It is a crucial reference point in MDF training
programmes like the ID/OS course. Various MDF syllabi describe the IOM in more detail.
Michael I. Harrison, Arie Shirom (1998), Organisational Diagnosis and Assessment 


                                                
13 See www.EFQM.org for the EFQM management model
14 See www.ink.nl for the INK management model, based on EFQM
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Example IOM: Municipality IDP


Problem owner
Municipality managing an Integrated Development Project (IDP)


Basic question
How can the Municipality increase the relevance, quality, quantity and timeliness of the
services under the IDP?


Sub-question
What are strength and weaknesses in the current situation inside and around IDP?


 


Strategy 
-Weak consultation strategy


+ Good support system 
and information available 


+ Good technical 
knowledge and information 
- Limited knowledge on 


IDP 


+ Role of municipality well 
accepted


+ Government support and political power to IDP 
- Low economic development  


- No legislation to force business people to contribute


-Slow delivery, not according 
to expectations. 


- Non Payment of services by the Community 
- Still weak community participation in IDP 


MISSION


FACTORS


INPUT


ORGANIZATION


ACTORS


OUTPUT


Structure 
-stakeholders not 


serving on committees 
- Poor co-ordination and 
communication between 


departments 
-No follow up of IDP 


structure


Systems 
- Weak monitoring and 


evaluation system 
- Consultation process 


takes long


Man. Style 
+ Strong political 


leadership 
-Top-down style top 


mgt 
-Gender inequalities 


top mgt 


Staff 
- Weak incentive 


system 
- Weak staff 
development 
programme


Culture 
+Eagerness to proceed 


with IDP 
- Cultural differences in 


municipality


Conclusions
• Weak participation of communities
• Limited knowledge Staff and Councillors on IDP
• Weak Monitoring and evaluation systems
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Steps in using the IOM 


(As reference and overview tool in a strategic ID/OS process with
participation of stakeholders)15


0. Formulate the Basic Question


1. Present the IOM   


2. Relate the BQ to the IOM: 
• On which elements should you focus (Is the BQ broad enough to be relevant and


narrow enough to be manageable?)
• Which criteria for judgement should be used?
• To which (interrelated) elements do these criteria refer?


3. Identify the facts and place them (on white cards) in the model, using in-depth tools
on the concerned IOM elements. First scan the
• External organisation elements (see chapter 4 on the CD-Rom) (or the full overall


picture), then assess in depth the
• Institutional components (see chapter 5 on the CD-Rom), and lastly the
• Internal organisation (see chapter 6 on the CD-Rom)


4. Analyse the facts  
• Determine which facts are causes and which facts are effects
• Position causes and effects in the IOM


5. Judge the facts in view of the
• BQ and in their 
• Balance with other elements (specially the internal elements can seldom be


judged in isolation from the other elements)
• Using criteria for judgement, like efficiency and effectiveness, see chapter 2.1.2


S: Strength Write positive internal judgements on green cards
W: Weakness Write negative internal judgements on red cards
O: Opportunity Write positive external judgements on yellow cards
T: Threat Write negative external judgements on blue cards


6. Develop strategies and prioritise them by using other tools, and work out an
operational ID/OS intervention plan, see chapter 7 and 8 on the CD-Rom


                                                
15 This is only one of multiple possible applications of the IOM.
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2.2 IOM checklist


What is it?
The IOM checklist is a list for inspiration and suggestions concerning the elements to look
into when analysing an organisation in its context. The aim of the checklist is to assist in
analysing an organisation from different points of view; it broadens and deepens ones
understanding of the situation. It is not an exhaustive list; it merely triggers to pose new
questions. Working with this checklist is therefore referred to as ‘Second level of analysis’. 


What can you do with it?


Results
• A impression of the strong and weak points of the organisation
• A comprehensive impression on the balance and match between the elements
• A list of issues for further investigation


When to use it?
The IOM checklist can be used at various stages in the diagnostic process:
• At the start, to review where there are bottlenecks, and to which other elements these


bottlenecks are related
• During the analysis, to check whether the fact-finding and analysis are still balanced in


terms of focus and comprehensiveness
• At the time of assessment, to order and interpret the collected information


Requirements and limitations
The checklist is not complete. It raises common as well as often overlooked issues, but
does not cover everything that could possibly be relevant about the various IOM elements.
Moreover it does not give insight in which elements and aspects are crucial under
particular circumstances. It should therefore support rather than replace common sense
thinking. To get a first impression about a sector or organisation, you may use the much
shorter ISA checklist (which is called a 1st level of analysis tool).


Steps
See the ‘Steps in using the IOM’ for possible steps in using the IOM checklist.
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IOM Checklist


Relevant questions need to be selected and adapted based on the organisation and
the basic questions concerned.


01.0 MISSION Po
si


tiv
e


(+
)


N
eu


tr
al


(+
)


Pr
ob


le
m


(-)


U
nk


no
w


n
(?


)


01.1 Is the mission clearly formulated?
01.2 Is the mission relevant to the situation of the beneficiaries?
01.3 Is the mission understood & accepted by stakeholders?
01.4 Is the mission clearly supported by the staff &


management?
01.5 Is the mission adequately translated into long term


objectives?
01.6 Is the organisation legally registered?
01.7 Does the organisation have a clear constitution?
02.0 OUTPUTS
02.1 Does the organisation offer a relevant range of


products/services?
02.2 Do the products and services adequately address the


needs of the target groups?
02.3 Are the existing products/services in line with the mission


and long term objectives?
02.4 Do products/services adequately address the different


gender roles and positions of the target group?
02.5 Is there sufficient demand for these products/services?
02.6 Does the organisation deliver a substantial volume of


outputs?
02.7 Can the organisation meet the demand for its


products/services?
03.0 INPUTS
03.1 Is there a sufficient number of staff?
03.2 Is there sufficient skilled staff?
03.3 Are premises and equipment adequate?
03.4 Is the location of the premises adequate?
03.5 Are offices and equipment adequate?
03.6 Are supplies of sufficient quality?
03.7 Are services of third parties adequate (water, electricity,


accountancy, etc.)
03.8 Are financial means adequate?
03.9 Is the organisation able to fulfil its short-term debts?
03.10 Are there major financial risks and are they covered?
03.11 Is there sufficient access to necessary information?
03.12 Are inputs adequately utilised considering the volume and


quality of outputs?
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04.0 ACTORS Po
si


tiv
e


(+
)


N
eu


tr
al


(+
)


Pr
ob


le
m


(-)


U
nk


no
w


n
(?


)


04.1 Is the target group satisfied with the quality of products and
services delivered?


04.2 Is the target group satisfied with the volume of products
and services delivered


04.3 Is the organisation satisfied with the relations with
financiers/donors?


04.4 Are the financiers/donors satisfied with the results?
04.5 Are relations with other agencies adequate?
04.6 Has the organisation adequate relations with policy makers


in the region and country?
04.7 Has the organisation a good public image?
05.0 FACTORS
05.1 Is the socio-economic situation conducive to the


performance of the organisation?
05.2 Is the legal framework conducive to performance?
05.3 Are socio-cultural norms and values among the target


group and in society conducive to performance?
05.4 Is the physical environment (climate, infrastructure)


conducive?
05.5 Is the political climate conducive?
06.0 STRATEGY
06.1 Is the strategy in line with the mission?
06.2 Is the strategy clear and realistic?
06.3 Is the strategy translated in a clear, realistic annual


plan?
06.4 Is the annual plan regularly monitored and adapted?
06.5 Did the organisation realise earlier annual plans and


budgets?
06.6 Is there a clear and effective work planning?
06.7 Is the plan of work monitored?
06.8 Is the staff adequately involved in planning and


monitoring?
06.9 Do strategies and plans address gender differences


among the staff and target groups?
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07.0 STRUCTURE Po
si


tiv
e


(+
)


N
eu


tr
al


(+
)


Pr
ob


le
m


(-)


U
nk


no
w


n
(?


)


07.1 Is the decision making structure based upon a clear
division of responsibility?


07.2 Is the division of tasks and responsibilities clear and
understood by the staff?


07.3 Is there a logical division in departments and units?           


07.4 Is the logistical support adequately arranged?
07.5 Is there sufficient co-ordination between


departments/units?
07.6 Is there sufficient communication between management


levels?
07.7 Is there an adequate balance in the position of men and


women in different units and levels?
08.0 SYSTEMS AND PROCESSES
08.1 Are financial/administrative procedures adequate?
08.2 Does the organisation adhere to its procedures?
08.3 Are working methods/approaches adequate?
08.4 Are working methods/approaches followed by the staff?
08.5 Is there an adequate planning system?
08.6 Is there a good system for monitoring and evaluation?
08.7 Are realistic monitoring indicators developed?
08.8 Is there sufficient attention to quality control?
08.9 Is sufficient information about performance easily


available?
08.10Is there an adequate reporting system (financially, non-


financially)?
08.11 Is there a positive audit report on the last year?
08.12Are recommendations of the auditor being


implemented?
09.0 STAFF
09.1 Is staff performance adequate, considering the


circumstances?
09.2 Are the staff salaries and secondary benefits adequate?
09.3 Is the performance of staff reviewed periodically?
09.4 Is performance adequately linked to salaries and


benefits? 
09.5 Are recruitment procedures adequate?
09.6 Is the staff turnover within normal limits?
09.7 Is the staff adequately utilised?
09.8 Are there adequate staff development activities?
09.9 Do the staffs have sufficient career perspectives?
09.10Does the staff policy adequately address gender


differences?
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10.0 MANAGEMENT STYLE Po
si


tiv
e


(+
)


N
eu


tr
al


(+
)


Pr
ob


le
m


(-)


U
nk


no
w


n
(?


)


10.1 Is concern of management adequately divided over
internal and external relations?


10.2 Is attention of management adequately divided over
quality and volume of outputs?


10.3 Is concern of management adequately divided over
people and means?


10.4 Is concern of management adequately divided over
relations with staff and task performance?


10.5 Is there adequate balance between giving
responsibilities and control?


10.6 Are decisions taken in time?
10.7 Is staff adequately involved in decision making?
10.8 Is the staff adequately informed on decisions?
11.0 CULTURE
11.1 Is there an adequate balance between hierarchy and


participation?
11.2 Is there an adequate balance between attention to


performance and concern for people?
11.3 Is there an adequate balance between short and long-


term thinking?
11.4 Is there an adequate balance between risk taking and


risk reduction?
11.5 Is there an adequate balance between individual


responsibility and team spirit?
11.6 Is adequate attention paid to accountability and


transparency?
11.7 Is there adequate attention to inequalities (gender


differences & minority groups)?
11.8 Is the organisation willing to learn from its past


mistakes?
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2.3 ID/OS Tools and Organisational Learning
Cycle


What is it?
 The organisational learning cycle (inspired by Kolb’s adult learning cycle) shows the
processes involved in learning and change, in terms of content and process or attitude. It
provides an assessment in identifying whether the progress in content and mental
predisposition goes hand in hand. Assessment also shows whether the organisation does
take shortcuts in the cycle.


The illustration above (consultant and organisational learning cycle) shows the importance
of a (sufficiently) shared vision on problems, options and decisions. Starting from the
current practice (doing) (blue rectangle left top corner), productive reflection (next blue
rectangle going clock-wise) requires an awareness (yellow flag between the rectangles) of
the disadvantages of the current situation. 


To progress from reflection to thinking about causes and solutions (third blue rectangle),
willingness (second yellow banner) has to develop to explore further. This willingness can
only come about once the problems are experienced as problematic. Subsequently, to
progress from options to critically supported decisions (fourth rectangle), commitment is
needed (third yellow banner), which prerequisites a transparent and sufficiently


Commitment


Willingness


Organisational learning cycle


Fact-finding


Diagnosis


Synthesis


Planning 
for change


Awareness


Implement 
change


Ability


Doing/
New doing


Reflecting


ThinkingDeciding


12710.175.flo
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participatory process. Finally, to lead decisions to new doing (first blue rectangle again),
people need to develop the required abilities (fourth yellow flag). Thus training (and other
means of enhancing capacity) comes into the picture, but only after a thorough and
shared analysis of problems, objectives and performance needs.


The cyclical nature of organisational learning further implies that from the start there is a
focus on continuity, as the learning cycle is done by the client system.


Applying Tools in the Organisational Learning Cycle
The tools of the toolkit are instrumental in a particular stage of the organisational learning
cycle. When an organisation is in the process of learning and probably moving towards
change, a particular tool can be applied. Towards the reflection stage, tools to identify how
the organisation relates to it's surroundings are important,(e.g. 'Quick scan' and 'quality
definition chart). During the 'thinking' period, creativity to come with various change
options come up, like in 'strategic options". After decisions have been made, the
organisation and its staff need to grow into the new situation and 'training needs
assessment' and capacity building is needed.


Basic 
Question


Training 
Needs 


Assessment


Organisational 
Change Cycle


Participation 
matrix


Environment
al scan


Quick scan


Willingness


Applying Tools in the OLC
Evaluation 


grid


Doing/
New doing Reflecting


ThinkingDeciding


12710.175.flo


Quality 
definition 


chart


Problem area 
matrix


Envisioning


Actors


Strategic 
Options


SOR with 
SOPSOR with OT


SOR to 
Logical 


FrameworkCommitment


Interest chart


Awareness


Internal 
Organisational 


Analysis


Ability
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Quick Steps


ID/OS Toolkit
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3.1 The Quick Step: Tool steps summaries


BQ
1. Identify problem owner =


Distinguish Organisational and
Institutional. 


Also identify other major actors,
issues and elements


2. Explore the problem


3. Verify the nature of the question:
• DA question
• ID/OS (strategic) question
• OS (internal) question
• Risk analysis question


4. Focus the criteria for judgement
(see Criteria):
• Narrow and specific 
• Broad and general 
• An ID/OS question has at least


one external and possibly one or
more internal criteria.


5. Adjust any time, but then involve all
concerned in formulation!


IDOS
kick-off


IDOS
analysis


Preparation
by IDOS
initiators


Identify entity


Identify problem 
owner(s)


Formulate tentative 
BQ


Verify nature


Focus criteria


(Formulate 
sub-questions)


Establish BQ


(Review BQ)
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Key criteria for judgement


1 External 
1.1 Legitimacy Is the mission (and style) of the organisation in balance with the


factors?
1.2 Effectiveness To what extend does the organisation realise its plans?


Result
effectiveness
(achievement)


To what extend does the organisation (only) produce/deliver the intended
output? 


Purpose
effectiveness


To what extend does the organisation (only) produce/deliver the
intended outcome? 


Development
effectiveness
(impact)


To what extend does the organisation (only) produce/deliver the intended
impact?


1.3 Suitability Is the organisation fit to produce/deliver its assigned (or considered)
task?


2 Internal
2.1 Efficiency What is the balance between the input and the output of this


organisation?
Cost-effectiveness
of purpose
(outcome)


What is the balance between the input and the outcome of this organisation?


Cost-effectiveness
of mission
(impact)


What is the balance between the input and the impact of this organisation?


2.2 Flexibility Can the organisation cope with the unexpected?


2.3 Timeliness Is the time span in which the organisation responds/ delivers
short enough?


3 Future oriented
3.1 Continuity Is the organisation able to continue (also after funding ends)?


3.2 Viability Will the planned organisation flourish in its external context (stakeholders)?


X General criteria 


X.1 Performance What and how well does this organisation produce/deliver?


X.2 Capacity What and how well is this organisation able to produce/deliver?
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Client system
Contact clients


They approach the advisor/consultant (or agency) initially


Intermediate clients
They participate in various meetings on fact finding, assignment planning, review
alternatives, etc.


Sponsoring clients
They provide (financial resources) to make the assignment possible. Often sponsors
also negotiate and engage in the contract with the contract client (thus performing
the role of contact and/or intermediate client)


Contract clients
They play a key role in the consultant selection procedure and/or in negotiating
his/her contract. They guard the contract from the side of the client and judge
whether the outputs meet the contract


Primary clients
WHO KNOWS, WHO CARES, WHO CAN. They own the problem for which they
need and want help. If they do not want the help the contract client arranges, they
are still actors, but not clients!


Ultimate clients
The welfare and interests of this target group will ultimately be affected by the
assignment (usually poor/disadvantaged, but possibly a donor agency)



hc

Comment on Text

The stakeholders whose needs the organisation (or sector) intends to address
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The direct users of the output of an organisationStakeholders affected and concerned by a consultancy
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The direct users of the output of an organisationStakeholders affected and concerned by a consultancy
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The direct users of the output of an organisationStakeholders affected and concerned by a consultancy
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The direct users of the output of an organisationStakeholders affected and concerned by a consultancy
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The direct users of the output of an organisationStakeholders affected and concerned by a consultancy
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The direct users of the output of an organisationStakeholders affected and concerned by a consultancy



hc

Comment on Text

An expert attached to an organisation for a relative longer period with a specific assignment to advise the management on a series of complex issues. The adviser has no hierarchical position in the organisation
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An expert attached to an organisation, invited to intervene on a specific issue for a dedicated period of time, very often based upon terms of reference, specifying the responsibilities and desired outputs of the consultant. The consultant has no hierarchical position in the organisation
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Comment on Text

An expert attached to an organisation, invited to intervene on a specific issue for a dedicated period of time, very often based upon terms of reference, specifying the responsibilities and desired outputs of the consultant. The consultant has no hierarchical position in the organisation
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Organisational Learning Cycle
1. At what stage is the problem owner and are other stakeholders in the cycle? 


2. If the bottleneck to progress are in the yellow steps, take a process facilitation role
• Have they realised the problem (awareness, feedback)
• Are they thinking of alternatives (willingness to change)
• Have they decided already (commitment to change)
• Are they able to implement?


Commitment


Willingness


Organisational learning cycle


Fact-finding


Diagnosis


Synthesis


Planning 
for change


Awareness


Implement 
change


Ability


Doing/
New doing


Reflecting


ThinkingDeciding


12710.175.flo
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Stakeholder analysis
1. Identify the stakeholders  


2. Identify interests


Interest table
Stakeholder Interests Benefit from


(planned) change
(+, +, -)


3. Develop a benefit-influence matrix


Benefit-influence matrix
Low influence (A) High influence (B)


Benefit (1)


Neutral (2)


Damage (3)


4. Draw conclusions


5. Develop a stakeholder participation matrix (for the diagnosis process)


Stakeholder 1 Stakeholder 2 Stakeholder 3, etc
Intake workshop
Mission workshop
Institutional analysis
Strat. options workshop
Organisational analysis
SOR workshop
Operational planning
Change implementation


I = Inform (gets informed)
A = Consult (gives advise)
P = Partnership (gives approval)
D = Control (takes decision)
[R = Supervision, if internal divisions of an organisation are in this matrix]


6. Check the participation
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Comment on Text

The reason for being of an organisation, described in a commonly accepted manner
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Comment on Text

Method of developing strategies based on matching external strategic options (derived from opportunities and threats) with strengths and weaknesses
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Drama Triangle
A Work with yourself 


• Analyse your own script:


B Work with the relation. 
• Analyse underlying dynamics in the pastime or Game. 


Bate + Weak spot = Response -> Switch -> Confusion -> Pay-off


0. The origin of the bate: Recognise the discounting and drivers behind the bate. Look
for verbal and non-verbal signals that indicate the position.


1. Recognise the bate (or ‘invitation’). 


2. Deal with the confusion. 


3. Refuse the negative pay-off. 


Drama triangle


Denies ability 
of other


Rescuer


Denies value of 
other


Prosecutor


Denies ability (and 
value) of self


Victim
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IOM


Integrated Organisation Model


12
71


0.
16


1.
flo


MissionInput


Output


Strategy


Structure


Systems


Staff


Culture


Management
Style


Organisation


Actors: suppliers, financiers, competitors, partners, target groups


Factors: economic, technical, political, socio-cultural influences
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Allows to describe and judge organisational performance related to it’s institutional setting (context)
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ISA


Sectoral
legal/financial context


Relations 
between organisations


Public Private


Civil society 
organisation


Cultural Factors


Economic Factors


Political Factors


Social Factors


Resource base/
Ecological 


Factors


Donors


Institutional Sector Analysis


Users/
Benificiaries


MACRO CONTEXT SECTORAL CONTEXT OUTPUT/
PERFORMANCE


• effectiveness
• efficiency
• sustainability


12710.182.flo
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Provides an overview of elements in an institutional sector (such as ‘the Health Sector’)
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Quick scan
1. Identify the facts


2. Make preliminary judgement


3. Prioritise areas 
• For further diagnosis and change
• Indicate areas that will not be dealt with


Quick Scan criteria


Input Mission


Output


Result


Objectiv
e


Overall


Purpose
Outcome


Suitability


EffectivenessInternal
organisation


Efficiency
Users


Impact


Deve-


lopment


Achievem
ent
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Comment on Text

A way of familiarising with an organisation, by analysing output, mission and input using direct observation and secondary data (reports)
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Quality definition chart
1. Explore the elements of performance


Elements of performance
Product/
service Client/


target group
Quantity Quality Price


Product/
service 1


Product/
service 2


2. Define Customer requirements 


3. Define Indicators 


4. Set targets
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Comment on Text

The value an organisation adds to society in material as well as immaterial terms
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Envisioning
1. Introduce the dream


2. Dream individually


3. Cluster and add more and more wild ideas


4. Realise dreams what should be done


5. Criticise dreams – or reality check 


6. Prioritise and choose objectives and/or actions
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Evaluation grid
1. Define the organisation requirements


2. Identify the options – the available inputs 


3. Define the aspects that are relevant to assess


4. Agree on the weight of aspects, and the criteria for judgement


5. Rate the options


6. Compare ratings. If big difference:
• Break down the interests/criteria behind the judgements
• Take the average score


7. Decide on negotiation


Example of an Evaluation Grid
Score 0-10 per aspect Team 1 Team 2


Assessment
Minister


Assessment
Adviser


Assessment
Minister


Assessment
Adviser


Content # Reason # Reason # Reason # Reason
1. Comprehensive analysis


(treating key IOM
elements)


5 4 Problems not
clearly
diagnosed


8 9 They indicate
that studies
will overcome
lack of data


2. Use of performance
criteria (not side tracking)


5 Unexplored 4 No criteria
used to select
strategy


6 Timeliness,
but not
explicit


7 Implicitly they
indicate time
factor is
priority issue


3. Proof of credentials/own
capacity/trustworthiness


10 Ideas and
own
experience
clearly shows


9 Indicate
relevant
professional
achievements


3 Own capacity
and
enthusiasm
not shown


5 Guess is OK,
but not
shown


4. Proposed actions
concrete and fitting
problem analysis


6 Eco-tourism
idea shows
initiative


4 Rich initiative,
but
inappropriate
(at least
premature)


9 Idea to
conduct
consultancy
and
workshop
very practical


8 Only short-
term, but
includes plan
to make
rolling plan


Process
5. Respect and appreciation


for Ministerial
management


9 7 Bit too polite 9 8


6. Caring confrontation
(objective rather than
personal focus)


7 They did not
confront at all


3 Avoid
confrontation


6 4 Make little
use of
‘newcomer’
opportunities


Presentation
7. Clear introduction,


structure and conclusion
5 8 Nice handout 7 7 Good visual


aids


8. Convincing visual aids 6 Too many
details and
words


4 Model not
explained


8 5 Boring


Total 53 43 56 53
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Comment on Text

Complex of people and/or groups that, according to commonly agreed rules and procedures, strives to realise one or more pre-set objectives.







The Quick Step: Tool steps summaries


ref:ID-OS Tango toolkit MDF 2004.doc MDF 3.1 Quick Steps - Page 43


w
w


w
.m


df
.n


l 
©


 M
D


F 
co


py
rig


ht
 2


00
4


Environmental scan
1. List all external factors


2. Assess your power over the factor: Appreciation, influence or control


3. Assess the impact of the factors


4. Place the factors in the four areas


5. Analyse the scan  
• Where are the major positive and negative factors? Check whether they are truly
external
• Are demand and supply in balance?
• What should be done to influence relevant influencible factors?
• Which are factors you want to strategise upon?


Appreciation Influence
Control


Policy


Co-operation/
competition


Supply Demand



hc

Comment on Text

Forces surrounding an organisation having negative or positive impact on it’s performance
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Forces surrounding an organisation having negative or positive impact on it’s performance
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Forces surrounding an organisation having negative or positive impact on it’s performance
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Forces surrounding an organisation having negative or positive impact on it’s performance
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Forces surrounding an organisation having negative or positive impact on it’s performance
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The major indirect or direct effect of a project or intervention (socio-economic)







The Quick Step: Tool steps summaries


ref:ID-OS Tango toolkit MDF 2004.doc MDF 3.1 Quick Steps - Page 44


w
w


w
.m


df
.n


l 
©


 M
D


F 
co


py
rig


ht
 2


00
4


Problem area matrix
1. Identify the activities (sequential and non-sequential) of the target group in the


desired future


2. Optional: Identify opportunities and threats and link to target group activities


3. Identify the support the target group requires (at result rather than at activity level)


4. Assess the intensity of support needed (also in view of the factors)


This type of support is not needed for this activity
X Limited need
XX Substantial need
XXX Major need


5. Assess the problems. Underline support that is currently not sufficiently provided


6. Analyse the matrix
• Where are crucial problems?
• Which problems are (in)dependent?
• Do NOT take total of columns or rows


Example of a problem area matrix


Production of
pre-basic
seed potatoes


Production/
stocking of
seed potatoes


Commerciali-
sing seed
potatoes


Production
and trading
potatoes


Commercial
support
Credit xx xx xx xxx


Inputs (e.g.
fertilisers)


x xx xx


Non-commercial
support
Research x xx xx xxx
Quality Control x xx x
Training and
Extension


x xx xxx xx


Farmers
Organisation


xxx x xxx xx


Promotion &
information


x x xxx xxx


Provision of
infrastructure &
equipment 


xx x


Promotion & use
of equipment


xx x x xxx
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Forces surrounding an organisation having negative or positive impact on it’s performance
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The stakeholders whose needs the organisation (or sector) intends to address
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The stakeholders whose needs the organisation (or sector) intends to address
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Comment on Text

The stakeholders whose needs the organisation (or sector) intends to address
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Institutiogramme
1. Define the actors to include


2. Position the actors in a map 


3. Define the type of relations:
• Hierarchy, Services/inputs,


Communication, Co-operation, Financial
flow


4. Draw arrows to show the relations
• Different types/colours for different


relations
• An arrow at one end (or both ends) 
• Actual and/or formal?


5. Show the intensity of relations with line
thickness


6. Judge the adequacy of the relations:
• Clearly distinguish internal and external


aspects of your relationships
• Also look at relations that do not exist,


and write conclusions on cards under the
institutiogramme


Community


CBO's


Donors


NGO's


INGO's


Government


CM
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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The relationship that defines how one organisation determines the mandate of the other



hc

Comment on Text

All resources an organisation uses or needs to use for it’s production
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The relationship that defines how two or more organisations provide input for a third
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Coverage matrix
1. Choose type:


• Actors/suppliers - Products/services - Clients/target groups


2. Define the sub-division. Identify actors/products/services/target groups


3. Assess the involvement per actor/product
- No Involvement
X Limited Involvement
XX Substantial Involvement
XXX Major Involvement
? Involvement not known


4. Analyse the matrix. Where are:
• Gaps and overlaps
• Who can best deliver which service
• Where is co-ordination needed 
• Recommend further research if no judgement is possible. ‘Being uninformed’ is in


itself also a weakness or threat


Example of a coverage matrix
Check


reports to
donors


Buy cars Buy
computers


Maintain
cars


Maintain
computers


Buy office
supplies


Buy
medicines


Total
(involve


ment)


PSU INGO xxx xx xx x xx xx xx 14
Programme
departments INGO


!! ! 3
Regional offices
INGO


!! x !! x 6
INGO Kenya ooo xxx xxx xoo xx ooo ox 19
Government o o xx oo x o 8
UNICEF local xxx xx xxx 8
National referral
hospital


o o o xx 5
Health NGO local oo o xx 5
IT business local !! xxx x 6
INGO workshop
‘Prado’


ooo xoo 6
Total (issue
coverage)


14 9 14 11 13 6 6  
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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The stakeholders whose needs the organisation (or sector) intends to address
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The stakeholders whose needs the organisation (or sector) intends to address



hc

Comment on Text

The direct users of the output of an organisationStakeholders affected and concerned by a consultancy
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Interlinked organograms
0. Depict the hierarchy  


• Determine the actors that interact
• Within each organisation draw the organogram


1. Determine the level of linkage


2. Draw conclusions on the formal (final) way to address issues, and about the
appropriate attitude and relations if informal resolutions are pursued


3. Test understanding and agreement among stakeholders. 
• Develop imaginary cases of conflict
• Give persons a role 
• Resolve misunderstandings and disagreements


Example of an Interlinked Organogram
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Complex of people and/or groups that, according to commonly agreed rules and procedures, strives to realise one or more pre-set objectives.
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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Collaboration chart
0. Choose two actors for whom you want to visualise the relevance and feasibility of


their (potential) collaboration


1. Choose the (potential) area(s) of collaboration


Collaboration chart


Aspect Binding factors Assessment
     +          -    


Unbinding factors


Environment


Mission/
Objectives


Outputs


Inputs


Organisation


2. Identify binding and unbinding factors (complementarily, compatibility, similarity)


3. Assess the strength of the factors
=> Some importance
==> Substantial importance
===> Major importance


4. Analyse the chart 
• The major factors, the balance of all factors?
• Check whether binding or unbinding factors come from characteristics of the


other party (opportunities and threats), or yourself (strengths and weaknesses). If
both parties are internal to the BQ all fact are strengths and weaknesses



hc

Comment on Text

Complex of people and/or groups that, according to commonly agreed rules and procedures, strives to realise one or more pre-set objectives.
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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The question (purpose) that guides the ID/OS diagnostic process dealing with a crucial dilemma
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The reason for being of an organisation, described in a commonly accepted manner
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Products and services in their quality and quantity
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All resources an organisation uses or needs to use for it’s production
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Strategic options
0. Assess the external context, in terms of opportunities and threats  


1. Prioritise and cluster opportunities and threats


Clustering and relevance rating matrix


Opportunities and threats Strategic options Relevance
to BQ


1


2


3


4


2. Develop strategic options  


3. Rate the options in terms of relevance  (not feasibility)
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Strategy assessment
0. GOAL: Check the mission and guiding principles


1. NOW: Check the situation analysis


2. ROAD: Assess the strategy logic


3.1 Assess strategy appeal


3.2 Assess risks 


3.3 Assess strategy practicality (SMART)


3.4 Assess strategy implementation and monitoring
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The reason for being of an organisation, described in a commonly accepted manner
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Organogram
1. Determine formal structure and draw the organogram


2. Evaluate grouping


3. Determine responsibility-power balance:
• Unity of command
• Exception principle
• Decentralisation/Delegation
• Authority
• Conflicting interests
• Span of control/managerial responsibility
• Scalar principle
• Differentiation, but
• Integration


4. Evaluate co-ordination in terms of
• Vertical and horizontal co-ordination
• Required and actual
• Timeliness, quality and commitment


5. Evaluate conflict resolution and informal reality:


Organisation Forms


Leader


Working groupTeam


Commis-
sioner


Staff Staff Staff


Leader


Commis-
sioner


Staff Staff Staff


Third Party
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Mintzberg matrix
1. List all positions/functions and the related number of staff (formation places)


2. List the activities of the organisation


3. Categorise the activities into the basic parts


4. Identify the time expenditure per function/position 


Function Persons Core Middle Strategic Support Techno Total


Total


Percentage


5. Draw a Mintzberg Mushroom 


6. Optional: Assess co-ordination


7. Draw conclusions


Operating Core


Strategic
Apex


Techno
Structure


Support
Structure


Middle
Line
Mngt
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Process flow chart
1. Choose the process. 


2. Describe the process 


• State the start and end point (outcome/result)


• Divide the process in 5-10 activities 


• Identify decision moments, in yes/no questions


• Identify the responsible person/unit for each activity 


• Identify the information coming into or going out of the process


• Connect the symbols with lines with arrows


3. Add key information 
• Volume
• Time/Cost 
• Duration


4. Identify possible bottlenecks:
• Why does the activity/decision take place?
• Why does the activity/decision take place at this point in the sequence?
• Why is this person responsible for this activity/decision?
• What are the risks (what can go wrong)?


5. Assess options for improvements: Leave out, combine/change, simplify, change the
responsibility


6. Evaluate improvements, in effort, time, quality, resources, working conditions
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Management style assessment


Priority area matrix
1. Choose priority categories:


• The 11 IOM elements 
• The 8 Quinn roles


Required Current Conclusions Priority


External
Actors
Factors
Input
Output
Mission


Internal
Strategy
Structure
System
Staff development
Culture
Planning/control


2. Rate the required management style 


3. Rate the current management style


4. Compare and propose action
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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Forces surrounding an organisation having negative or positive impact on it’s performance
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All resources an organisation uses or needs to use for it’s production



hc

Comment on Text

Products and services in their quality and quantity
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The reason for being of an organisation, described in a commonly accepted manner
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The managerial choice made to achieve the organisational mission
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The designed configuration stipulating responsibilities and how this functions in reality



hc

Comment on Text

Processes, procedures and rules that govern the production, support and monitoring processes 
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Those mechanisms in the organisation that encourage the staff and those intrinsic as well as material stimulants that staff react to
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The complex of norms values and accepted behaviour in an organisation, including the way how persons in the organisation relate to each other
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Priorities, preferences and orientation of management as well as their attitude towards decision-making in the organisation
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Priorities, preferences and orientation of management as well as their attitude towards decision-making in the organisation
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Style matrix


Decision style Required Current
style


Conclusions Change
priority


Staff initiative
Staff input
Staff power
Innovation
Risk taking
Perseverance
Adaptation
Flexibility to staff
Own commitment
Staff commitment


1. Choose management style categories:
• The listed decision-making styles
• 24 Skills belonging to the Quinn roles
• Required critical competencies


2. Rate the required management style


3. Rate the current management style


4. Compare and propose action 
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Priorities, preferences and orientation of management as well as their attitude towards decision-making in the organisation
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Priorities, preferences and orientation of management as well as their attitude towards decision-making in the organisation
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Priorities, preferences and orientation of management as well as their attitude towards decision-making in the organisation
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Staff conditions algorithm


Tasks clear?


Revise/clarify 
structures/ 


system/ 
instruction


Person is 
capable?


Develop 
human 


resources


Organisation 
is capable?


Develop 
organisationa


l capability


Is the person 
willing?


Develop 
incentive 
system


No


Yes


No


No


No


Yes


Yes
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Competency profiling
1. Formulate the goal


2. Mobilise top-management commitment


3. Appoint a working group, to prepare profiles and communicate


4. Inventorise competencies, maximum 25


5. Make preliminary description per competency


6. Determine 1-3 core competencies, which count for everyone in the organisation 


7. Determine 2-5 cluster competencies per cluster that count for clusters of positions.
Determine potential career paths within the cluster 


8. Determine 3-10 position competencies for each position


9. Develop competency profiles, consisting of:
• Title and content 
• Organisational context (mission, strategy, values)
• Planned results
• Required competencies. For each competency: a description of the competency,


the critical circumstances, excellent behaviour under critical circumstances and
around five SMART indicators


10. Finalise the dictionary of profile descriptions, and have it approved 


11. Follow-up: 
• Recruitment and selection
• Performance management
• Training and development
• Reward management
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Mastering of knowledge, skills and attitude related to a certain expertise and context. This results in a certain behaviour appropriate to the context
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Mastering of knowledge, skills and attitude related to a certain expertise and context. This results in a certain behaviour appropriate to the context
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Mastering of knowledge, skills and attitude related to a certain expertise and context. This results in a certain behaviour appropriate to the context
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Mastering of knowledge, skills and attitude related to a certain expertise and context. This results in a certain behaviour appropriate to the context
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Mastering of knowledge, skills and attitude related to a certain expertise and context. This results in a certain behaviour appropriate to the context
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Mastering of knowledge, skills and attitude related to a certain expertise and context. This results in a certain behaviour appropriate to the context
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Core quadrants
1. Formulate the purpose for which you want to use Core quadrants


2. Identify a key pitfall of the person/group


Qualities keep the middle between fundamental emotions and actions


QualityFundamental emotion
Core quality Pitfall


Action/behaviour


Love Caring Obtrusive Talks for others
Afraid Concerned Distrust Always double checks
Compassion Committed Meddlesome Nervously asks many details


• To change a fundamental emotion into a quality ask: How is that expressed (effect)?
• To change action/behaviour into a quality ask: Why; What does that express (cause)?


3. Realise core quality, corresponding to the
pitfall. Check that the description exactly fits


4. Identify the allergy 


 
4. Identify the challenge 


5. Agree on an action plan. The plans should
be VEPP-C:
• Verifiable and specific
• Ecological or fitting the context 
• Personal 
• Positive
• Contractual


6. Identify strength and weaknesses (if using core quadrants in a SWOT analysis)


Core 
quality Pitfalloverdo


Core 
quality


Challenge


Pitfall


Allergy overdo


overdo


antidoteopposite


Pitfall


Core 
quality Pitfall


Allergy


overdo


opposite
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Organisation culture Checklist
0. Establish owner and BQ: Establish who wants a culture analysis and for what


purpose


1. Establish the desired situation, 


2. Establish the actual situation, 


3. Identify contradictions, mismatches or tensions within or between:


4. Reflect on major gaps and tensions to address. 


5. Decide on further research (areas and interventions)


Ve
ry


 im
po


rta
nt


(r
ec


ei
ve


s 
m


aj
or


at
te


nt
io


n)


Im
po


rt
an


t


So
m


e
im


po
rta


nc
e


Li
ttl


e 
or


 n
o


im
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e
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io
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Outputs
Quality of products & services
Quantity of products & services
Income from products & services
Inputs
Having qualified/motivated staff
Having good infrastructure
Having good financial resources
Actors
Relations with Customers
Relations with Government
Relations with Partners/ Competitors
Relations with Financiers
Relations with Suppliers (e.g. energy)
Strategy
Long term planning (3-5 years)
Short term planning (up to 1 year)
Follow up on planning 
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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Products and services in their quality and quantity
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All resources an organisation uses or needs to use for it’s production
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The managerial choice made to achieve the organisational mission
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Self-assessment questionnaires
1. Decide on categories within the group whose answers you want to trace


2. Decide whether to work anonymously


3. Let individuals judge the perceived (‘actual’) and desired (‘should’)


Group culture questionnaire, some examples


Rare Sometimes Always
1 2 3 4 5 6


Actual1. Punctuality in time
Should
Actual2. Learning from


setbacks/problems Should
Actual3. Challenging the


leadership Should
Actual
Should
Actual
Should
Should
Actual11. Showing respect to


each other Should
Actual12. Side-tracking or too


deep discussion Should
Actual13. Taking time to reflect


and evaluate Should
Actual14. Sharing personal


believes or values Should
Actual15. Having fun together
Should


4. Draw arrows showing the average desired change


5. Reflect on the collective outcome
• Largest divergences in perceptions?
• Largest divergences in ideals?
• Agreement on the need for change?


6. Agree on procedures and actions
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SOR
1. Clarify the status of the


workshop


2. Prioritise 4-5 SW


3. Match options with S&W’s =
Judge feasibility


4. Enhance meaningful voting


5. Interpret and select 2-3
strategies


6. Management reaction (or after
step 6, if this is done in on
ongoing workshop)


7. Operationalise strategies


SOR matrix


Strategic options
Total


St
re


ng
th


s


Total S


W
ea


kn
es


se
s


Total W
Total (S-W)
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SOR LogFrame
0. Don’t rush this step 


1. Define a project purpose from BQ


2. Formulate the overall
objective(s) from mission


3. Define the results


4. Define the activities


5. Develop indicators


6. Identify the assumptions


7. Check the logic


8. Decide who and when 


Logical framework


Overall
objectives


Project 
purpose Indicators Sources of 


verification Assumptions


Results Indicators Sources of 
verification Assumptions


Activities Inputs Costs Assumptions


Pre-
conditions


12170.099.flo


Indicators Sources of 
verification



hc

Comment on Text

The question (purpose) that guides the ID/OS diagnostic process dealing with a crucial dilemma
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Participation matrix
1. Verify the ground:


• Activities and results, preferably time-bound
• Stakeholders who may play a role


2. Draw the matrix


3. Determine the tasks and roles
I = Inform (gets informed)
A = Consult (gives advise)
P = Partnership (gives approval)
D = Control (takes decision)
[R = Supervision]


4. Check the participation


Example of a participation matrix


 


Actor
Activity C


ha
irm


an


Te
ch
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l o
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r


D
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y 


(d
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D
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 (p
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n)


D
ire
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 (p
op
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n)


D
ire
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 (p
ro


je
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)


D
ep
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y 


(d
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a 
pr
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)


D
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 (r
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h)


D
ire
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or


 (e
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m
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D
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D
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 (c
om


pu
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)
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D
ire
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 (p
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m
e)


D
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 (f
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)


1. Sufficient resources obtained I P
1.1 Overall development plan presented I P


1.1.1 Preparation of project proposal R R D P P
1.1.2 Discuss the proposal with other ministries R P P P
1.1.3 Discuss the proposal with donors P P
1.1.4 Co-ordinate with the Min. of Planning to have the


final proposal
P P P


1.2 Efficient co-ordination mechanism operational I
1.2.1 Put and execute co-ordination plan (meetings, etc.) P R P P
1.2.2 Appoint a co-ordinator P R P
1.2.3 Determine the job description P D R P P
1.2.4 Train the staff to achieve their duties P R R R P P


2. Data collection improved. I
2.1 Recurrent data collection improved I D


2.1.1 Statistical data are directly disseminated to the users
that are concerned.


P P


2.2 Data collection for surveys, census, etc. is improved. I P P
2.2.1 Training for data collectors R P P P
2.2.2 Improving the financial incentive system P P R


3. Data input from data providers improved I R
3.1 Train & qualify skills of Stat. Units in statistics and computers I P I R
3.2 Improve the quality of skills in CSO branches I R R
3.3 Clarify questionnaires, definitions and instructions I R D
3.4 Involve Stat. Units in field work I R
3.5 Evaluate data from providers I R P
3.6 Seminar for data users. I P I R P


Overall supervision D I I I







The Quick Step: Tool steps summaries


ref:ID-OS Tango toolkit MDF 2004.doc MDF 3.1 Quick Steps - Page 64


w
w


w
.m


df
.n


l 
©


 M
D


F 
co


py
rig


ht
 2


00
4


Interest chart
1. Identify the key actors and define their levels of involvement 


2. Identify the consequences 


3. Assess the strength of the factors
 


=> Some importance
==> Substantial importance
===> Major importance


The chart
 Level  Change


function
 


 Actor  Financial
 
 -             +


 Non-Financial
 
 -             +


 Power/
 Influence
 -             +


 High  Change
Concept


 


 


 


 


      


 Me-
dium


 Change
Organisation


 


 


 


 


      


 Low  Change
Implementation


 


 


 


 


      


4. Plan your management strategy
• Where will resistance be
• Where will support be
• Consider cushioning or confronting
• Decide
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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The total of organisations, institutions, individuals and groups surrounding an organisation who are involved or influence in it’s performance
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Forces surrounding an organisation having negative or positive impact on it’s performance
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Training Needs Assessment


Organisation Analysis
0. Analyse the clients behind the


training request


0. Determine the major
problems


0. Agree on the target group 


Task analysis: Identify
performance discrepancies
1. Determine tasks


2. Define the required level of
performance


3. Determine present level of
performance


4. Determine the performance
discrepancies


Determine Training Needs
1. Determine the competency


gaps (in knowledge, skills,
attitude and values)


2. Decide how to bridge the gaps:


Through non-training
• Policy/strategy re-design
• Task re-design
• Process re-design


Through Training
• On-the-job 
• Coaching
• Class room training


Organisational 
Analysis


Target group 
for improving 
performance


Activities to 
improve


Re-designing 
policies, tasks, 


processes


Knowledge, 
skills, attitude 


needed


Present 
knowledge 


skills, attitude


Performance 
discrepancies


Training 
Needs


On the job 
training/ 
guidance


Class room 
Training


Structures/ 
systems Staff


Organisational 
Analysis


Task 
Analysis


Determining 
Training Needs
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The stakeholders whose needs the organisation (or sector) intends to address
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The direct users of the output of an organisationStakeholders affected and concerned by a consultancy
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Mastering of knowledge, skills and attitude related to a certain expertise and context. This results in a certain behaviour appropriate to the context
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Podia SOR Matrix
1. Define Basic Question


2. Do SWOT


3. Prioritise SWOT


4. Make matrix:


Opportunities Threats
Total


St
re


ng
th


s
W


ea
kn


es
se


s


Total (S-W)


5. Does this Strength help to grab this Opportunity?


6. Does this Strength help to fight this Threat?


7. Does this Weakness hinder to grab this Opportunity?


8. Does this Weakness hinder to fight this Threat?


9. Transfer the results into LogFrame
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Method of developing strategies based on matching external strategic options (derived from opportunities and threats) with strengths and weaknesses
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OOPP
1. Preparation : Define the entity


Identify and invite (all) stakeholders


2. Analysis of Problems : Check the entity with the participants
Make an inventory of all perceived problems
Check whether these problems are commonly
understood
Build the Problem Tree (cause-effect relations)


3. Analysis of Objectives : Convert Problem Tree into Objective Tree
Check Consistency (means-end relations)
Reformulate


4. Cluster the Objective Tree : Divide the tree into clusters on the basis of similarity
between objectives or activities


5. Scope the Objective Tree : Rank the various clusters according to a clear set of
criteria
Decide on the scope of the intervention


6. Define the Intervention Logic : Overall Objective
Project Purpose
Required Project Results
Required Activities per Result


7. Reflect on Feasibility : Risks
Assumption
Conditions (check with external factor algorithm)
Pre Conditions


8. Define Indicators : Impact Indicator for Overall Objective
Utilisation Indicator for Project Purpose
Delivery Indicator for Result/Output
Base line - target value
Source of verification (what, who, where)


Logical framework


Overall
objectives


Project 
purpose Indicators Sources of 


verification Assumptions


Results Indicators Sources of 
verification Assumptions


Activities Inputs Costs Assumptions


Pre-
conditions


12170.099.flo


Indicators Sources of 
verification


ActivityActivityActivity


Activity Activity


EffectEffectEffect


Objective tree


ObjectiveProblem


CauseCauseCause


Cause Cause


EffectEffectEffect


Problem tree
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3.2 Tools overview
The table below gives an overview of all tools (in the first column), indicating for which
processes they are designed, suitable or not relevant. The processes (in the remaining
columns) are related to the advisory process, and the different purposes to engage in
ID/OS diagnosis, planning and change management (see also the tool ID/OS process
design). The number of crosses indicate how closely the tool fits a certain process
Three crosses indicate that the tool was designed primarily for this purpose.
Two crosses mean that the tool is of much help for this process.
One cross points out that the tool can be of use for this purpose
No crosses denote that this tool is not relevant for the above-mentioned ID/OS process.
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Approach
Question


BQ XXX X X X XX XX XX
Criteria X XX XX XX XX XX


Client and Mindset
Client system XXX XX X X XX
Organisational learning cycle XX X XXX
Stakeholder analysis XXX X X


Process
ID/OS process design XXX X XX


Advisor
Approach of the Adviser X X
Drama Triangle XX XX


Models
Organisation


IOM XXX X X XX
IOM checklist (2nd level) XXX XX X XX
IOM gender checklist XXX XX XX XX XX XX


Sector
ISA XX XX X X
ISA checklist (1st level) XX X


External organisation
Initial Impression


Quick scan XX X XXX XX
Output


Quality definition chart X X XX XXX XX
Mission


Envisioning X X XXX XX
Input


Evaluation grid X X X XX X
Institution
Factors


Environmental scan XXX XX XX
Problem area matrix XXX XX X XX X
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Actors
Institutiogramme XXX XX X XX
Coverage matrix XXX XXX XXX X
Collaboration matrix XX XXX XXX X
Interlinked organograms XX XXX XXX X


Identifying Options
Strategic options XXX XXX X XX


Organisation
Strategy


Strategy assessment XX XXX X XX
Structure


Organogram XXX XXX X
Mintzberg matrix XX XX XXX X


Systems
Process flow chart X X XXX XX


Management style
Assessment model X XX XX XXX
Quinn roles X XX XXX XX
MacCoby styles X XX XXX XX


Staff
Staff conditions algorithm XXX XX XX XX
Competency profiling XX XX XXX
Core quadrants X XX XXX
Functional team roles XX X XX XX XX


Culture
Archetypes XX X XXX XX
Checklist culture XXX X XX X
Self Assessment X X X XXX XX


Strategy Setting
Strategic orientation (SOR) 


SOR with SOP XXX XX XX XX XX
SOR with OT XXX XX XX XX XX


Planning and change
Operational planning


SOR to Logical Framework XXX X X X
Participation matrix XXX XX X XX X
Interest chart XXX XX X XX XX
Training Needs Assessment XXX XX X XX XX


Change Management
Organisational Change Cycle XXX X X


Generic Methods
Participatory Strategy Development


PODia X XXX X XX
Participatory Program Planning


OOPP XXX X
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Background


ID/OS Toolkit


Basic 
Question


Training 
Needs 


Assessment


Organisational 
Change Cycle


Participation 
matrix


Environment
al scan


Quick scan


Willingness


Applying Tools in the OLC
Evaluation 


grid


Doing/
New doing Reflecting


ThinkingDeciding


12710.175.flo


Quality 
definition 


chart


Problem area 
matrix


Envisioning


Actors


Strategic 
Options


SOR with 
SOPSOR with OT


SOR to 
Logical 


FrameworkCommitment


Interest chart


Awareness


Internal 
Organisational 


Analysis


Ability
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ID/OS Glossary


ID/OS Term Key Description
Actors IOM component The total of organisations, institutions,


individuals and groups surrounding an
organisation who are involved or influence in
it’s performance


Adviser Concept An expert attached to an organisation for a
relative longer period with a specific
assignment to advise the management on a
series of complex issues. The adviser has no
hierarchical position in the organisation


Basic Question (BQ) Concept / tool The question (purpose) that guides the ID/OS
diagnostic process dealing with a crucial
dilemma


Beneficiaries Concept The stakeholders intentionally or
unintentionally affected by an intervention 


Clients Concept The direct users of the output of an
organisation
Stakeholders affected and concerned by a
consultancy


Collaboration Matrix Tool / model Allows to assess the possibilities for two
organisations to co-operate on certain issues


Competency Concept Mastering of knowledge, skills and attitude
related to a certain expertise and context. This
results in a certain behaviour appropriate to
the context


Consultancy Concept Description of the assignment of a consultant,
consisting of a description of the task (terms
of reference), a description of the
methodology (implementation of the
assignment) and a description of the results
achieved (report)


Consultant Concept An expert attached to an organisation, invited
to intervene on a specific issue for a
dedicated period of time, very often based
upon terms of reference, specifying the
responsibilities and desired outputs of the
consultant. The consultant has no hierarchical
position in the organisation


Continuity Criterion The experience build up and potential of the
organisation for functioning in the future


Co-operation Relationship The relationship that defines how two or more
organisations provide input for a third
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ID/OS Term Key Description
Coverage Matrix Tool / model Allows to analyse the competitiveness and or


the collaborative environment in view of other
actors providing similar services


Culture (of an
organisation)


IOM component The complex of norms values and accepted
behaviour in an organisation, including the
way how persons in the organisation relate to
each other


Effectiveness Criterion The ability of the organisation to provide the
right goods for their clients


Efficiency Criterion The ability of an organisation to produce
goods with least loss of resources


End Users Concept Those who ultimately benefit from the use (by
themselves or by other actors) of the output of
an organisation


Environmental Scan Tool / model Allows to assess the positive or negative
impact on a particular organisation


Factors IOM component Forces surrounding an organisation having
negative or positive impact on it’s
performance


First level of analysis Concept Preliminary familiarisation with an
organisation or sector, looking shallowly into
all IOM elements (whereas QS only assesses
external organisation)


Flexibility Criterion The ability to adapt to changing
circumstances, without losing track of the
mission 


Hierarchy Relationship The relationship that defines how one
organisation determines the mandate of the
other


Impact Concept The major indirect or direct effect of a project
or intervention (socio-economic)


Input IOM component All resources an organisation uses or needs
to use for it’s production


Institutiogramme Tool / model Allows to analyse the effectiveness and
adequacy of certain relationships between
organisations in a particular setting


Institution Concept Complexes of norms and behaviours that
persist over time by serving collectively valued
purposes


Institutional
Development (ID)


Concept The creation or reinforcement of a network of
organisations to effectively generate, allocate
and use human, material and financial
resources to attain specific objectives on a
sustainable basis.
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ID/OS Term Key Description
Institutional Sector
Analysis (ISA) Model


Tool / model Provides an overview of elements in an
institutional sector (such as ‘the Health
Sector’)


Integrated
Organisation Model
(IOM)


Tool / model Allows to describe and judge organisational
performance related to it’s institutional setting
(context)


Legitimacy Criterion The acceptance of the organisation as a
whole and its functioning by society at large


Logical Framework
(LogFrame or LF)


Tool A operational planning method particularly
suited for project and ID/OS intervention
planning


Management Style IOM component Priorities, preferences and orientation of
management as well as their attitude towards
decision-making in the organisation


Mission IOM component The reason for being of an organisation,
described in a commonly accepted manner


Objective Oriented
Project Planning
(OOPP)


Tool A method to design a project that accurately
and comprehensively addresses needs of the
beneficiaries (rather than a shopping list of
unrelated requests)


Organisation Concept Complex of people and/or groups that,
according to commonly agreed rules and
procedures, strives to realise one or more pre-
set objectives.


Organisational
Strengthening (OS)


Concept Measures to improve the performance of an
organisation - or in the context of a
development intervention: Measures to
improve the organisation’s capability to
execute selected activities while striving to
achieve the objectives of that intervention.


Outcome Concept The effect that the output (including by-
products) of an organisation has on society
and end users in particular


Output IOM component Products and services in their quality and
quantity


Participatory
Organisation
Diagnosis (PODia)


Tool A workshop methodology and workshop
design for strategy development and action
planning, involving strategic orientation which
matches strengths and weaknesses against
opportunities and threats


Performance Concept The value an organisation adds to society in
material as well as immaterial terms


Primary client Concept The stakeholder who knows, who cares and
who can (about the ID/OS process)


Primary process Concept The process of transforming input into output
(products and services): The core business
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ID/OS Term Key Description
Quick Scan (QS) Tool A way of familiarising with an organisation, by


analysing output, mission and input using
direct observation and secondary data
(reports)


Second level of
analysis


Concept Detailed investigation with an organisation or
sector, looking deeply into all IOM elements


Sector Concept A coherent set of activities on macro, meso
and micro level, within a well defined
institutional and budgetary framework, for
which the government has formulated an
explicit policy (e.g. Health sector).


Service delivery Relationship The relationship that defines how the output of
one organisation is used by another


Staff (Performance/
Motivation)


IOM component Those mechanisms in the organisation that
encourage the staff and those intrinsic as well
as material stimulants that staff react to


Strategic options Concept / tool Possible courses of action (of an organisation
or sector) in response to the institutional
assessment


Strategic orientation
(SOR)


Tool Method of developing strategies based on
matching external strategic options (derived
from opportunities and threats) with strengths
and weaknesses


Strategy IOM component The managerial choice made to achieve the
organisational mission


Structure IOM component The designed configuration stipulating
responsibilities and how this functions in
reality


Suitability Criterion The characteristics that determine whether an
organisation in naturally fit to perform certain
tasks


Systems IOM component Processes, procedures and rules that govern
the production, support and monitoring
processes 


Target group Concept The stakeholders whose needs the
organisation (or sector) intends to address


Training Needs
Assessment (TNA)


Concept / tool A way to identify capacity gaps that can be
bridged through focussed training (rather than
a shopping list of 'nice to know' issues)


Ultimate target group Concept The target group that is the final reference
point of development co-operation: The poor


Vision Concept Describes the value system of the
organisation defined in it’s context
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Literature list and links


General and IOM


Peter Blunt, Merrick L. Jones (1992), Managing Organisations in Africa
Walter Gruyter, 311012646X


Bill Crooks (2003), Capacity self-assessment (CASA) – Resourcing Organisations with
Opportunities for Transformation and Sharing. 
Tearfund, Teddington, UK, http://www.tilz.info/frameset.asp


Reidar Dale (2000), Organisations and development. Strategies, Structures and
Processes; Sage Publications


European Centre for Development Policy and DSI/AU (2004), Institutional Development:
Learning by Doing and Sharing (approaches and tools for supporting institutional
development)


Paul G.H. Engel & Monique L. Salomon (1997), Facilitating innovation for development - A
RAAKS resource box; Networking for innovation - A participatory actor-oriented
methodology


Alan Fowler (2000), Civil Society, Ngdos and Social Development: Changing the Rules of
the Game. BPR Publishers


Wendell L. French, Cecil H. Bell (1998), Organisation development; Simon & Schuster


Allan Kaplan (2002), Development Practitioners and Social Process
Pluto Press 


Mandy Macdonald & Ellen Sprenger & Ireen Dubel (1997), Gender and organisational
change - Bridging the gap between policy and practice. Royal Tropical Institute,
Amsterdam


Takashi Osada (1991), The 5 S's; Asian Productivity Organisation


Institutional development


Joseph W. Eaton (1972), Institution Building and Development, From concepts to
application; SAGE Publications



http://www.tilz.info/frameset.asp
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Norman Uphoff (1986), Local Institutional Development: An Analytical Sourcebook with
cases. Kumarian Press, Incorporated


Nico Vink (1999), The challenge of institutional change, A practical guide for development
consultants; Royal Tropical Institute, Amsterdam


Actors


Wayne E. Bakker (1994), Networking Smart; How to build relationships for personal and
organisational success; Mc Graw Hill


Harvey Mackay (1999), Dig Your Well before You're Thirsty: The Only Networking Book
You'll Ever Need. Doubleday & Company, Incorporated


Naoki Suzuki (1998), Inside NGOs - Learning to manage conflicts between headquarters
and field offices. IT Publications


Factors


World Bank / David Dollar (1999), Assessing Aid: What Works, What Doesn't, and Why;
Oxford University Press 


Henk Becker (1997), Social Impact Assessment; UCL Press Limited, London UK 


Jan Nederveen Pieterse (2001), Development Theory, Deconstructions/ reconstructions;
Sage Publications, London


Amartya Sen (2000), Development as Freedom; Random House Children's Books 


Output


Canada International Development Agency, CIDA (1997), Guide to gender sensitive
indicators; Ministry of Public Works and Government Services


R.L. Gray, D.L. Owen, A. Adams (1996), Accounting and accountability: Social and
environmental auditing in a changing world; Prentice Hall Professional Technical
Reference


Gary Hamel, C.K. Prahalad (1996), Competing for the Future; Harvard Business School
Publishing 
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Tomozo Kobata (1995), Managing by Fact; The results oriented approach to quality; Asian
Productivity Organisation


Shigeru Mizuno, Yoji Akao (1994), QFD: The Customer-Driven Approach to Quality
Planning and Deployment; Productivity Press Inc.


Strategy/Mission


James C. Collins, Jerry I. Porras (2002), Built to Last: Successful Habits of Visionary
Companies; HarperCollins Publishers 


Danida (2003), The Management of Schools Training Programme, Vision and Mission –
Workbook


Lutz Horn, Frank Niemann, Christoph Kaut, Angelika Kemmler (1994), SWOT analysis
and Strategic Planning, a manual; GFA Consulting Group


Henry Mintzberg, Joseph Lampel, Bruce Ahlstrand (1998), Strategy Safari: A Guided Tour
through the Wilds of Strategic Management; Simon & Schuster


Henry Mintzberg (1993), The Rise and Fall of Strategic Planning: Reconceiving Roles for
Planning, Plans, Planners; Simon & Schuster


Eduardo A. Morato Jr (1993), Strategic Intervention for Development Managers; Asian
Institute of Management


Gareth Morgan (1998), Images of Organisation - the Executive Edition; Berrett-Koehler
Publishers, Inc.


Michael E. Porter (1998), Competitive Strategy: Techniques for Analyzing Industries and
Competitors; Simon & Schuster Adult Publishing Group


Gill Ringland (1998), Scenario Planning: Managing for the Future; Wiley, John & Sons,
Incorporated 


Noel M. Tichy, Stratford Sherman (2001), Control Your Destiny or Someone Else Will;
HarperInformation


Noel M. Tichy (1983), Managing Strategic Change. Technical, Political and Cultural
Dynamics; Wiley Interscience
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Structure


Josph L. Massie (1979), Essentials of management; University of Kentucky


Henry Mintzberg (1992), Structure in Fives: Designing Effective Organisations; Pearson
Education


Henry Mintzberg (1979), The Structuring of Organisations 


Systems/Input


T.M.A. Bemelmans (Editor) (1984), Beyond Productivity: Information Systems
Development for Organisational Effectiveness; Elsevier Science


Melissie Clemmons Rumizen (2001), The Complete Idiot's Guide to Knowledge
Management; Alpha Books


UNDP Management Development Programme, Systematic Improvement of Public Sector
Management: Process Consultation


Staff performance


Peter Gerrickens (1999), The Feedback Games Manual; Gower Publishing Limited


Takeshi Kawase (2001), Human-Centered Problem Solving; Asian Productivity
Organisation


Daniel D. Ofman (1993), Core Qualities, Gateway to Human Resources; Scriptum / Kern
Consult B.V. Bussum
ISBN 90 5594 240 5 (hardcover); http://www.kernkonsult.nl 


Hubert Rampersad (2003), Total Performance Scorecard: Redefining Management to
Achieve Performance with Integrity; Science and Technology Books


Stephen P. Robbins (1986), Organisational behaviour: Concepts, controversies and
applications; Prentice-Hall International


Management style


Edward de Bono (1999), Six Thinking Hats; Little, Brown & Company



http://www.kernkonsult.nl
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Edward de Bono (1972), Lateral Thinking for Management; Pinguin Books


Charles Farkas, Philippe de Backer & Allen Sheppard (1998), Maximum Leadership: Five
Strategies for Success from the World's Leading CEOs; Penguin Putnam, Inc


Henry Gómez, Carlos Davila, Valerie Hammond (1995), Management innovation in the
developing world; Interman


Milan Kubr, John Wallace (1983), Successes and Failures in Meeting the Management
Challenge - Strategies and their implementation; The World Bank


Robert E. Quinn; Sue R.Faerman; Michael P.Thompson; Michael R.McGrath (2003),
Becoming a master manager; John Wiley & Sons, Inc.


Organisation culture


Nancy J. Adler, U. McGill (1986), International Dimensions of Organisational Behaviour;
South-Western


L.(de la Rive) Box et al (1993), Culture and Communication, The forgotten dimension in
development cooperation; Royal Tropical Institute


Lilian H. Chaney, Jeanette S. Martin (1999), Intercultural Business Communication;
Pearson Education


Clifford Geertz (1973), The Interpretation of Cultures; Basic Books, Inc., Publishers


Charles Handy (1995), Gods of management - The changing work of organisations; Arrow
Business Books


Geert H. Hofstede (2001), Culture's Consequences: Comparing Values, Behaviours,
Institutions and Organisations across Nations; SAGE Publications


Fons Trompenaars (2003), Managing People Across Cultures; Wiley, John & Sons,
Incorporated 


Change


Michael Beer; Nitin Nohria (2000), Breaking the Code of Change; Harvard Business
School


Rosabeth Moss Kanter (1983), The change masters - Corporate entrepreneurs at work;
Routledge


John P. Kotter, Dan S. Cohen (2002), Heart of Change: Real Life Stories of how People
Change Their Organisations; Harvard Business School Press
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John P. Kotter (1996), Leading Change; Harvard Business School Press


L. Maarse, W. Wentholt, A. Chibudu (1998), Making change strategies work - Gender
sensitive, client oriented livestock extension in Coast Province, Kenya; Royal Tropical
Institute, Amsterdam


Willem F.G. Mastenbroek (1993), Conflict Management and Organisation Development;
John Wiley & Sons


Ian Smillie & John Hailey (2000), Managing for Change; Earthscan


Organisational learning


Chris Argyris en Donald A. Schon (1996), Organisational Learning II; Addison-Wesley
Publishing Company


Bruce Britton (1998), The Learning NGO; Intrac


Peter M. Senge (1994), The Fifth Discipline. The Art and Practice of the Learning
Organisation; Currency Doubleday


Takashi Tajima (2002), Capitalising on Knowledge Workers; Asian Productivity
Organisation


Advisory practice


Chris Argyris (2000), Flawed Advice and the management trap; Oxford University Press


Robert Rogers Blake, Jane S. Mouton, Consultation: A Comprehensive Approach to
Individual and Organisation Development; Addison-Wesley 


Peter Block (1999), Flawless consulting: A Guide to Getting Your Experience Used
Wiley, John & Sons, Inc.


Peter Cockman, Bille Evans and Peter Reynolds (1999), Consulting for Real People, a
Client-Centred Approach for Change Agents and Leaders; Mc Graw-Hill


Michael I. Harrison, Arie Shirom (1998), Organisational Diagnosis and Assessment; Sage
Publications, Inc.


Rick James (1998), Demystifying Organisation Development. Practical Capacity-Building
Experiences of African NGOs; Intrac


Milan Kubr (1996), Management Consulting - A guide to the profession; ILO Geneva
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Edgar H. Schein (1999), Process Consulting Revisited: Building the Helping Relationship;
Addison-Wesley


Edgar H. Schein (1987), Process consultation. Lessons for Managers and Consultants;
Addison-Wesley


ID/OS web-links


Models


• EFQM, the European Foundation for Quality Management has developed the EFQM
Excellence Model (abbreviated and known as ‘INK’ in the Netherlands). Like the IOM
or MacKinsey’s 7 S model it is an overview model, focussing in this case at Quality
(and as such presented in MDF'’ Quality Management course). See
www.efqm.org/model_awards/model/excellence_model.htm 


• MDF’s IOM model almost literally include McKinsey’s well known 7S model, which is
presented in brief at
www.buildingbrands.com/didyouknow/14_7s_mckinsey_model.shtml 


• Daniel Ofman, working for Kern Konsult, developed the ‘Core Quality’ model.
Information about publications and activities of Kern Konsult, concentrated in the
Netherlands and Denmark, can be obtained from www.kernkonsult.nl 


Tool(kit)s


• ‘Promoting Institutional and Organisational Development. A Sourcebook of Tools and
Techniques’ published by DFID can be downloaded from the Internet. These
Guidelines contain approximately 20 tools. The Guidelines do not provide step-by-step
instructions, but a short impression of the various tools. See
www.dfid.gov.uk/Pubs/files/inst_org_sourcebook


• Holger Nauheimer publishes a well-developed ‘Change management toolbook’ on the
internet, geared at development co-operation. See www.change-management-
toolbook.com


• KIT (Royal Tropical Institute) in Amsterdam (NL) and Stoas in Wageningen (NL),
published a toolbox for RAAKS: Rapid Appraisal of Agricultural Knowledge Systems.
As the title indicates it focuses on the agricultural sector and combines analysis at
target group level with institutional analysis. For more information, see
www.kit.nl/specials/html/untitled1.asp 


• SNV Netherlands development organisation publishes tools on Local Governance at
its web-site and on CD’s, developed in collaboration with MDF. See www.snv.nl  


• Tearfund International Learning Zone contains a resource book on ‘Capacity self-
assessment’. It contains a well-described workshop methodology for facilitators to help
organisations motivate and develop themselves. See www.tilz.info 



www.tilz.info

www.snv.nl

www.kit.nl/specials/html/untitled1.asp

www.change-managementtoolbook.

www.dfid.gov.uk/Pubs/files/inst_org_sourcebook

www.kernkonsult.nl

www.buildingbrands.com/didyouknow/14_7s_mckinsey_model.shtml

www.efqm.org/model_awards/model/excellence_model.htm
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• USAID developed DOSA (Discussion-Oriented Organizational Self-Assessment) as a
tool to measure and build organisational capacity: lessons from the field. See
www.eldis.org/static/DOC8273.htm


• Eldis (see above), ‘the gateway to development information’, (sponsored by
Scandinavian donors and IDS, Sussex, see below under ‘Surfing’), also published the
MAPA-PROJECT: a practical guide to integrated project planning and evaluation. See
www.eldis.org/static/DOC10671.htm 


• Sky Mark publishes around 20 ‘Management Resources, including graphical software,
at www.skymark.com/resources/tools/flowchart.asp 


• Kurt Lewin’s force field analysis is a simple tool, close to MDF’s Interest chart, and
widely spread since its publication in 1951. Accel-team publishes the technique (and
others) on their web-site at www.accel-team.com/techniques/force_field_analysis.html 


• Participation Toolkit. This interactive website, the Toolkit, helps to promote citizen
participation in local governance. It gives ideas and concepts for civil society, local
authorities, civil servants, policymakers and development organisations. This toolkit is
developed by 13 Dutch NGO's. It gives cases from over 60 countries that describe
tools for involving citizens in urban and rural planning, democratisation and
development processes. It analyses factors for success and failure and gives links to
related sites. See www.toolkitparticipation.nl 


• DFID Sourcebook (2003); Conducting INstitutional and Organisational Appraisal and
Development: guidelines for DFID and Conducting Institutional Appraisal and
Development Soucebook. The most recent version is also available on the internet:
www.dfid.gov.uk/Pubs/files/inst_org_soucebook.pdf 


Surfing


• The Institute of Development Studies (IDS), Sussex, is a leading centre for research
and teaching on (participatory) international development. It employs Robert
Chambers, a key figure in PRA (Participatory Rural Appraisal). Wesite
www.ids.ac.uk/ids 


• The European Center for Development Policy Management (ECDPM) links and
supports institutions in the third word, lobbies for favourable donor policies towards
development, and maintains the web-sites www.ecdpm.org and www.capacity.org.
The web-site contains the article 'Mainstreaming Institutional Development: Why is it
important and how can it be done?' by J. Bossuyt 2001


• www.bn.com brings you to the web-site of Barnes and Noble, like Amazon.com a
publishing house where you can order books online, but (more importantly) where you
can search for books by title and/or authors (see ID/OS literature list!), and/or
keywords. The site also shows links (by showing which other books buyers ordered)


• www.google.com is a useful and simple searching machine on any topic



www.google.com

www.bn.com

www.ecdpm.org

www.capacity.org

www.ids.ac.uk/ids

www.dfid.gov.uk/Pubs/files/inst_org_soucebook.pdf

www.toolkitparticipation.nl

www.accel-team.com/techniques/force_field_analysis.html

www.skymark.com/resources/tools/flowchart.asp

www.eldis.org/static/DOC10671.htm

www.eldis.org/static/DOC8273.htm
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About MDF


Mission and Approach
The Management for Development Foundation (MDF) was established in 1984 with the
aim to contribute to improved management of organisations responsible for policy
formulation, funding or implementation of development interventions. MDF-Training &
Consultancy is a worldwide operating management training and consultancy bureau. 


MDF delivers training and consultancy services. Our training services include standard
training courses, tailor-made courses, facilitation and workshops. With regard to
consultancy services MDF is active in most phases of the project cycle: identification,
implementation, monitoring and evaluation of development interventions. 


MDF aims to blend modern management theory and tools with practical experience in
development programmes and projects worldwide. Our approach in training as well as in
consultancy is of a practical nature, rich in visual elements and characterised by
participation.


We deliver our services to clients belonging to a wide variety of organisations. These
include donors, governments, non-government organisations and consulting firms, all
involved in development interventions.


MDF trainers/consultants are specialists in their own particular fields and have practical
experience in planning, implementing and evaluating of development projects. The staff is
involved both in training and consultancy activities to ensure that they maintain a close
link with day-to-day practice in the field. We believe that this way of working enriches the
training courses and keeps MDF staff always at the forefront of development ideas and
ensures their knowledge of best practices. MDF staffs are professional people with
initiative. They create good and sincere working relations with the participants in the
courses and clients in the field.


Products and services
However broad the scopes of development, MDF’s focus remains on aspects related to
management. The MDF products and services are aimed to strengthen organisations,
projects and programmes, as well as individuals. When offering our services we look from
these three perspectives and their interrelations.


MDF is organised in two clusters covering the two core parts of our activities. The Project
Cycle & Operational Management (PCOM) cluster covers project management issues,
portfolio management, monitoring and evaluation. The Human and Institutional
Development (HID) cluster covers organisational analysis, capacity building, institutional
development16, human resources development and facilitation. The evident overlap is
tackled by pursuing an intense co-operation between the two clusters and their staff-
members. Within a cluster MDF staff always is active in at least two different subjects to
                                                
16 In the section ‘Facilitating Institutional Development and Organisational Strengthening’ we describe MDF’s
products and services in these three areas (organisational analysis, capacity building and institutional
development) in more detail.
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avoid over-specialisation and to promote the learning element within the MDF
organisation.


Areas of expertise in the field of management include planning, finance, monitoring,
evaluation, and human resources. Other areas of expertise comprise analysis and
strengthening of institutional settings and organisations. MDF also provides a course in
training techniques for trainers and staff who are occasionally involved in training
activities. Intercultural communication is an important element in all our courses.


MDF Group
The MDF Head Office is located in Ede, the Netherlands, and comprises MDF-Training &
Consultancy, which implements all regular courses, tailor-made courses and consultancy
assignments, and the MDF Foundation. Since early 2001, the role of the Foundation is
restricted to research and product development, the results of which are applied and
utilised by MDF-Training & Consultancy.


In addition, the Group comprises three branch offices: MDF-South Asia, situated in
Colombo, Sri Lanka; MDF-Brussels in Belgium and MDF-East & Southern Africa in
Arusha, Tanzania. 


In total MDF employs 52 permanent staff members and in addition calls upon experts from
its satellite network or its pool of freelance experts.


Consultancy services
MDF is engaged in the implementation of both long-
term projects and short missions. The long-term
projects usually involve organisational strengthening,
management information (systems) and training. The
short-term missions reflect the scope of MDF's
expertise in general: training, facilitation and
consultancy in formulation, monitoring and evaluation of
development organisations and interventions. MDF has
executed consultancies for almost all major
international funding agencies, many bilateral donor
agencies and for a considerable number of international
and national NGO’s. 


If you are interested in our consultancy services, please
contact the MDF Head Office for further information or a
consultancy brochure, or consult our website.


MDF-Training & Consultancy 
the Netherlands (Head Office)


MDF-Brussels
Belgium


MDF-South Asia
Sri Lanka


MDF


MDF-East & Southern Africa
Tanzania

MDF on the internet:
www.mdf.nl
The MDF website contains
extensive information on all
training courses and consultancy
services. On this website we intend
to open the Baobab Terrace, a
forum for discussion and a vehicle
for presenting ideas and
techniques about management of
development projects and
programmes, for project managers,
team leaders, desk officers and
others active in development co-
operation.

About MDF - Page 86
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Facilitating Institutional Development and
Organisational Strengthening (ID/OS)
In this section we describe MDF’s products and services related to ID/OS in more detail
(information on other courses is available in our training brochure and web-site).
Understanding an organisation starts with understanding the context in which it operates.
When we strive to achieve the objectives of the development interventions, the
performance of participating organisations is a crucial issue. This performance does not
only depend on the internal strengths and weaknesses of the individual organisation. The
ability to collaborate, the potential for networking, the social, economic and cultural setting
highly influence the possibilities for organisations to enhance their performance and
effectively contribute to the development within a particular sector.


In this complex environment of a wide variety of organisations with different objectives,
priorities, strategies and approaches, development managers and advisers have the
responsibility to optimise efforts and resources towards sustainable development. This
requires a systematic approach in which MDF offers analytical tools to better understand
organisations and their institutional setting. It also requires an eloquent understanding of
organisational development processes and how the manager or adviser can guide these
processes. And last but not least it requires particular skills to enable us to facilitate
different groups and individual towards a mutual beneficial personal and organisational
growth.


MDF has developed a three tier learning approach to acquire tools, processes and skills
for managers and advisers working in these complex settings. The first course
“Institutional Development and Organisational Strengthening“ (ID/OS) will assist you
to get a grip on a comprehensive set of tools to analyse organisations internally and
externally as well as understand the influences of the institutional context on the
performance of organisations. The ID/OS also provides strategy-oriented tools to
transform this analysis into institutional and organisational development processes.


To further understand the intriguing dynamics of organisational development, the second
course “Organisation Development for Advisers and Consultants” (ODAC) focuses
you on the OD process itself. What does it take to unfreeze organisations and prepare
them for change, how do organisations learn or unlearn for that matter and how can the
ID/OS tools be applied in this learning process.


Working on organisational change means working with people. Working with people
means applying inter personal skills. The third course “Advisory Skills Course” (ASC)
helps you to understand which skills are appropriate to use in these organisational change
processes. It also helps you to discover the skills you can apply best in your own working
situation.


These three courses focus particularly on advisers, who try to understand the complexity
of development interventions and are able to assist others to strategically choose the right
direction. 


International Advisory Trail
From 2004 onwards MDF offer the International Advisory Trail for advisers who wish to
reach the level of excellence in guiding their client organisations through change
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processes. The trail starts with an assessment of the current competency level of the
candidate that forms the basis for the design of an individual learning trail.
If this assessment indicates one or more competencies still need to be developed further,
the candidate and MDF define an individual learning trail, which typically consist of
blended learning methods.


The trail includes at least:
• An assignment or aspect of the work of the candidate, backed by coaching by MDF (or


professionals known to MDF) in the working environment of the candidate;
• Fifteen days of MDF training courses (or modules within such courses), that MDF


offers worldwide (attended before or during the trail).


The trail can comprise for example:
• Individual distance learning with MDF or another training organisation;
• Inter-vision and exchange in peer;
• One or more training courses delivered by other training providers;
• Assistance by the candidate in an assignment MDF carries out for a client.


Once the missing competencies have been acquired and tested, the candidate obtains
MDF’s accredited certificate of the international adviser.


For more up to date information, please consult our web site or contact us directly.


Details on the courses


ID/OS
We define Institutional Development (ID) as the creation and/or reinforcement of a
network of organisations, including their interrelations, in order to attain certain
development objectives on a sustainable basis. Organisational Strengthening (OS) is
aimed at improving the performance of individual organisations in view of overall
development objectives. As such, the combination ID/OS provides a crucial and
challenging approach to optimise the role of organisations in the development process.


Participants
Advisers, consultants and managers involved in enhancing institutional and
organisational performance of development organisations.


Course objective
You will acquire a comprehensive toolkit to analyse organisations and the context in which
they operate. You will assess the performance of organisations and learn how to decide
on strategic priorities for institutional development and organisational strengthening.


Course contents
The MDF ID/OS concept provides a participatory approach to improve the functioning of
development oriented organisations. Starting point is that preparation and implementation
of development activities should take into consideration the needs of the target group, the
capacity of existing organisations to meet these needs, and the importance of
complementary organisations working together to deliver a complete package of products
and services.
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Institutional analysis
You will be introduced to the framework of ID/OS and the concept of sustainability.
Applying various instruments, you will analyse the institutional setting, the relations
between actors and the possibilities for co-ordination and collaboration to develop a
network. You will make an assessment of the factors influencing the development
intervention and identify most crucial opportunities and threats. 


Organisation analysis
You will be shown how to make an assessment of organisations and their capacities to
implement  (development) activities. Using various tools, you will analyse internal
organisational components like structure, systems, staff performance, management styles
and culture, in terms of weaknesses and strengths. Based upon a sound institutional and
organisational analysis. You will develop strategic options for improvement. 


The ID/OS intervention
You will be trained how to formulate an ID/OS intervention plan involving different
organisations, how to organise such a change process and how to analyse the different
interests, dealing with resistance of various actors in the institutional setting.


Training method
Besides plenary and group exercises, an important component of the course is the
individual assignment in which you will analyse a concrete ID/OS problem related to your
own work under guidance of an MDF trainer. The trainers team strives to compose
working groups within the course that can relate to each other's work whilst doing real-life
assignments. The course also includes study visits to relevant organisations and
presentations by external lecturers.


ID/OS Course Outline
Week 1 Week 2


Monday Framework of ID/OS
Basic Question


Organisational analysis
Staff, style and culture


Tuesday External quick scan
Integrated Organisation Model 


Strategy and planning:
Strategic Orientation
Logical Framework


Wednesday Institutional analysis: factors
Scanning of major factors


Advisory process and skills
Real-life case: Introduction


Thursday Institutional analysis: actors
Collaboration and coverage


Real-life case: 
Interviews
Processing and presentations


Friday Organisational analysis
Structures and systems 
Process description


Individual assignment:
Personal action plan
Evaluation


ODAC
We define Organisation Development as a learning process directed towards improved
performance and sustainability of the organisation as a whole. This growth process often
requires assistance of an internal or external professional expert. Such an expert we call
an adviser or consultant.
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Advisers and consultants involved in organisational development processes need
adequate know-how about concepts and tools for organisation diagnosis as well as skills
to facilitate these processes. They should be able to make an analysis of all different
organisational aspects, to design new organisational structures and processes and to
guide the process of learning and change within the organisation.


Participants
Internal and external advisers and consultants assisting organisations (projects, local
government institutions, NGO’s, ministries) in their change processes. Participants should
have basic knowledge of tools for analysis of organisations and their context (e.g.
provided by the ID/OS course).


Course objective
In this ten-day course you will learn how to design and guide an organisational learning
process, from the intake up to the implementation of change. You will understand and
improve your own role and style as an adviser / consultant. 


Course contents
Tools and approaches for organisation analysis and development
Concepts for organisational analysis and learning as well as change processes will be
translated into practical approaches and instruments. You will use a number of tools; the
ones you know and have applied yourself as well as those developed by MDF, to make a
diagnosis of a client-organisation in a specific context. 


Advisory process
The different steps in an advisory process will be explored, from intake to implementation,
including matters like how to determine who are involved in the different stages of the
process, how to avoid major pitfalls, or how to deal with interests and resistance from
different stakeholders. You will learn how to assist a client in formulating the ‘basic
question’ and how to do a participatory fact-finding exercise and prepare a diagnosis.


Advisory roles and styles
After an exploration of the possible roles of an adviser, you will practise these roles in
different settings. You will reflect on your preferred style of advising and various case
exercises will help you to focus on your ability to choose different roles for different
circumstances. In addition you will practise some skills in real-life cases with intakes and
interviews.


Training method
MDF values a real-life approach in this type of training programmes. Therefore, you will be
asked to present cases from your own working experience for group discussions and
applications. Substantial attention is also given to the application of ODAC tools and
concepts in a real-life case situation, where you will visit a relevant Dutch organisation as
advisers / consultants. The course also includes presentations by external lecturers and
study visits to relevant organisations.
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ODAC Course outline
Week 1 Week 2
Approaches and tools Advisory process 


Monday Identifying learning challenges
OD concepts and process
Role and styles of an adviser


Real-life case exercise
Intake
Process preparation


Tuesday Assessing the client system
Tools for context analysis


Real-life case
Fact finding and diagnosis


Wednesday Internal analysis of
organisations 
Options for strategic change


Real-life case
Strategic orientation and
advising the client


Change Individual assignments
Thursday Learning organisations


Change drivers and
Challengers


Fact-finding and analysis
Defining objectives
Designing change processes


Friday Change in practice
Examples from real-life


Presentations of findings 
Learning points


ASC 
Being successful as an adviser depends to a large extent on the skills of the adviser, of
course in combination with the technical expertise. A successful adviser is able to
establish a relationship with her/his clients. Credibility is a key issue here. The adviser can
manage the expectations and make them match from both sides. (S)he is able to go
through all different stages of the advisory process while using the right skills at the right
time. 


Skills that are needed in this process are: Making rapport, empathic listening, presenting,
questioning, facilitating, observing, confronting and envisioning. The adviser is challenged
by resistance and knows how to turn it into positive energy. Advising to a great extent is
depending on interpersonal communication skills. Although the expertise of an adviser
may be excellent, if the adviser is not able to detect what is going on in the client system
and interact in an effective way, the change may never take place.


More and more professionals in development organisations fulfil the role of process
consultant rather than bringing in technical expertise. You recognise yourself in this role?
You are a professional who masters tools, has experience in change processes and you
want to fine-tune your consultancy skills? Then this course offers you good opportunities.


Participants
Internal and external advisers with experience and know-how of various approaches and
instruments in change processes. Participants preferably have attended already the
ID/OS or ODAC course or are familiar with the tools and approaches used in these
courses.


Course objective
This five-day course aims to make you aware of your own advisory style and role and to
improve your personal advisory skills.
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Course contents
Using the steps in an advisory process as a guide you will learn how to improve on your
own role and style. You will learn how to use various skills in the different stages of the
advisory process: 
• Creating awareness during intake and fact-finding; 
• Facilitating analysis by parties involved; 
• Creating commitment during diagnosing and strategy making;
• Negotiating and influencing during implementation of changes;
• Learning people and organisations how to learn.


On the last day of the course you will, in a concrete case setting practice what you have
learned. The evening sessions will be used for reflection and discussion about personal
experiences as an adviser.


ASC Course outline
Topics


Monday Advisory processes and your role and style
Intake phase
Levels of communication / Management of expectations


Tuesday Fact-finding and analysis
Questioning
Facilitating discussions / Do’s and don’ts in facilitation


Wednesday Diagnosing phase
Confronting / Feed-back / Envisioning


Thursday Implementation phase 
Negotiation / Decision-making / Mediation


Friday Helping organisations to learn
Interactive presentations / Counselling / Action planning
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What does it take to Tango? What does it take to make an Organisation swing? Being a
fast and energetic dance, the Tango requires that you master the steps, but then rewards
the dancers with vigour and a clear sense of direction.


For two decades MDF Training and Consultancy works on capacity development of
organisations, active in International Co-operation. In the early nineties we developed a
concept on Institutional Development and Organisational Strengthening (ID/OS). This has
evolved into a large number of practical approaches and tools for professionals, who wish
to enhance the performance of their (development) organisation.


Throughout the years MDF and other professionals have applied these tools, based on
participatory principles. These tools have been tested and adjusted in various
organisations in all sectors. The tools provide a comprehensive package that allows
organisations to critically examine themselves and be prepared for the future. 


This toolkit portrays the necessary steps of the Tango of Organisations in the change
process towards improved performance. It provides tools that can be applied at various
stages of the life cycle of organisations. This booklet consists of a comprehensive
summary of all ID/OS tools. You will find an extensive explanation on their use, with
realistic examples from our own practices on the CD-ROM.


The Tango of Organisations provides an interesting overview of tools, beneficial to all
change professionals in the Development Sector.


Head Office


MDF-Training & Consultancy
Bosrand 28
P.O. Box 430
6710 BK Ede
The Netherlands


Telephone: +31 318 650060
Fax: +31 318 614503
E-mail: mdf@mdf.nl


Branch Offices


MDF-South Asia
# 137, Old Nawala Road
Nawala
Sri Lanka


Telephone: +94 114 404017
Telephone/Fax: +94 114 404016
E-mail: mdfsa@mdfsa.lk


MDF-East & Southern Africa
Sopa Plaza, 1st floor
Serengeti Road
P.O. Box 3173
Arusha
Tanzania


Telephone: +255 (0)27 2505194/95
Fax : +255 (0)27 2505196
E-mail : mdfesa@cybernet.co.tz


MDF-Brussels
Auguste Reyers Boulevard 41-43, Box 5
B-1030 Brussels
Belgium


Telephone: +32 2 2421909
Fax: +32 2 2425845
E-mail: mdfbrussels@chello.be


Website: www.mdf.nl
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Tư vấn đánh giá: PGS.TS. Bảo Huy

Tháng 3 năm 2008

Danh sách nhóm tư vấn đánh giá 

		Stt

		Họ tên

		Học vị/ Học hàm

		Cơ quan công tác

		Trách nhiệm



		1

		Bảo Huy

		PGS.TS.

		Đại học Tây Nguyên

		Trưởng nhóm



		2

		Võ Hùng

		Tiến sỹ

		Đại học Tây Nguyên

		Thành viên



		3

		Cao Thị Lý

		Thạc Sĩ

		Đại học Tây Nguyên

		Thành viên



		4

		Nguyễn Đức Định

		Thạc Sĩ

		Đại học Tây Nguyên

		Thành viên



		5

		Phạm Đoàn Phú Quốc

		Kỹ sư

		Đại học Tây Nguyên

		Thành viên



		6

		Hoàng Trọng Khánh

		Kỹ sư

		Đại học Tây Nguyên

		Thành viên





Lời cảm ơn

Để thực hiện đợt đánh giá tác động của dự án Tắm Sắn, đoàn nghiên cứu đã nhận được sự hỗ trợ của các ban quản lý dự án của các tỉnh Đăk Nông, Kon Tum và Gia Lai, UBND 6 xã Ngọc Tụ, Dăk Trăm (huyện Dăk Tô, tỉnh Kon Tum), Cửu An, Tú An (thị xã An Khê, tỉnh Gia Lai), Nhân Cơ, Dăk RTih (huyện Dăk RLắp, tỉnh Dăk Nông), các xã đã hỗ trợ đoàn trong việc thông báo và tổ chức để đoàn có điều kiện làm việc với các thôn và trực tiếp với nông dân.

Đặc biệt là các điều phối viên cấp tỉnh đã cung cấp đầy đủ các thông tin thực hiện dự án và hỗ trợ đoàn trong tiến trình đánh giá tại hiện trường. Chúng tôi cũng rất cảm ơn sự tham gia tích cực của các hộ nông dân tham gia dự án, đã cung cấp những thông tin cũng như các phản ảnh chân thực thực hiện dự án cũng như các đề xuất các giải pháp sau khi dự án kết thúc.

Hy vọng với kết quả thu được trong báo cáo đánh giá này sẽ giúp ban quản lý dự án các cấp, nhà tài trợ, chính quyền địa phương và  người dân có được đầy đủ thông tin về kết quả, tác động của dự án một cách khách quan nhằm có giải pháp quản lý, phát triển những kết quả sau khi dự án kết thúc một cách có hiệu quả


Một lần nữa chúng tôi chân thành cảm ơn sự tham gia có hiệu quả của các bên liên quan, đặc biệt là những hộ nông dân trực tiếp tham gia dự án; ngoài ra chúng tôi cũng gởi lời cảm ơn đến Ban quản lý dự án Trung ương, Cục Lâm nghiệp, Ban quản lý dự án 3 tỉnh Dăk Nông, Gia Lai và Kon Tum đã tạo điều kiện thuận lợi để đợt nghiên cứu này có kết quả.
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1 Đặt vấn đề 

Dự án”Hỗ trợ nông dân nghèo Tây nguyên qua sản xuất lụa” được thiết lập trên cơ sở hỗ trợ vốn không hoàn lại của quỹ giảm nghèo Nhật Bản (JFPR), điều phối bởi Ngân hàng phát triển Châu Á và do Bộ Nông Nghiệp và PTNT Việt Nam tổ chức thực thi. Dự án này được triển khai tại 3 tỉnh Tây Nguyên là Đak Nông, Gia Lai và Kon Tum thuộc khu vực miền trung Việt Nam từ năm cuối năm 2005 đến đầu năm 2008; dự án đang đi vào giai đoạn kết thúc (tháng 3 năm 2008); để đánh giá hiệu quả, tác động dự án và đưa ra các khuyến nghị, một nghiên cứu tác động đã được tiến hành.


Đồng thời ngay từ giai đoạn đầu của dự án, một nghiên cứu khởi đầu đã cung cấp thông tin cơ sở, bối cảnh của địa phương, do vậy nghiên cứu tác động lần này sẽ tiếp tục thu thập số liệu lặp lại và so sánh với số liệu thông tin ban đầu cách đây 2 năm để xem xét, phân tích các thay đổi trên cơ sở thực hiện dự án Tằm Sắn ở 3 tỉnh Tây Nguyên.

Các kết quả này được cung cấp cho ban quản lý dự án trung ương cũng như các ban quản lý dự án của 3 tỉnh, lãnh đạo các địa phương xã, huyện, tỉnh vùng dự án để có những giải pháp, kế hoạch thích hợp khi dự án kết thúc, trên cơ sở nhu cầu và điều kiện thực tế ở các địa phương.

2 Tóm tắt mục tiêu và các chỉ tiêu cốt lõi của dự án


2.1 Mục tiêu của dự án: 


i. Hỗ trợ sản xuẩt lụa tơ tằm ăn lá sắn để giảm nghèo một cách bền vững cho người nghèo và người dân tộc thiểu số chịu nhiều thiệt thòi ở Tây Nguyên có nhiều rừng;


ii. Hỗ trợ phát triển cơ sở hạ tầng thiết yếu cho sản xuất và tiếp thị lụa tơ tằm ăn lá sắn ở vùng nghèo và hẻo lánh;


iii. Tăng cường năng lực cho các hộ nghèo người dân tộc thiểu số thông qua đào tạo và chuyển giao công nghệ thích hợp;


iv. Gắn vùng hẻo lánh với các thị trường quốc gia và quốc tế mới;


v. Đa dạng hóa sinh kế;


vi. Hỗ trợ quá trình kế hoạch hóa thu hút sự tham gia của người dân có tính tới các yếu tố xã hội để lôi cuốn cả người nghèo, người dân tộc thiểu số và chủ hộ gia đình là phụ nữ; và


vii. Phát triển các phương cách để tạo dựng các sinh kế bền vững có thể nhân rộng được cho dự án vốn vay liên quan.


2.2 Các chỉ tiêu cốt lõi của dự án: 

i. Ít nhất 500 người hưởng lợi là người dân tộc thiểu số và phụ nữ được đào tạo về sản xuất tơ tằm ăn lá sắn;


ii. Ít nhất 60 – 70 cán bộ của Sở Nông nghiệp và Phát triển nông thôn và 5 – 10 cán bộ Sở Kế hoạch đầu tư ở 3 tỉnh được đào tạo;


iii. Ít nhất 20.000kg kén được sản xuất để tiếp thị;


iv. Ít nhất 20.000kg tơ sợi được sản xuất để tiêu thụ ở các thị trường quốc gia và quốc tế; và


v. Dự kiến tới khi kết thúc dự án, thu nhập của người hưởng lợi là người nghèo dân tộc thiểu số và phụ nữ tăng thêm ít nhất 450 – 500 USD mỗi năm


3 Mục tiêu, phương pháp thu thập và phân tích thông tin

3.1 Mục tiêu nghiên cứu đánh giá dự án

Phân tích, đánh giá tác động của dự án ở giai đoạn kết thúc nhằm vào các mục tiêu chính:

· Đánh giá được hiệu quà, tác động của dự án trên cả 3 mặt: Kinh tế-kỹ thuật, xã hội và môi trường.

· Đưa ra các khuyến nghị khi dự án kết thúc


3.2 Đối tượng nghiên cứu, đánh giá

Địa điểm đánh giá: Trên 19 thôn trong 24 thôn tham gia dự án thuộc 6 xã của 3 tỉnh dự án, đó là:

· Tỉnh Đak Nông, huyện Đak R'Lâp:


· Thôn 4, 12, 17 và Bon Bu Dấp thuộc xã Nhân Cơ

· Thôn 2, 3, và thôn 5 (bon Bu Dach) thuộc xã Đak R'Tih


· Tỉnh Kon Tum, huyện Đak Tô:


· Thôn Đak Nu, Dăk No, Dăk Chờ và Kon Pring thuộc xã Ngọc Tụ

· Thôn Te Pen, Tê Pheo, Dăk Mong, Dăk Rờ Za, Dăk Rò thuộc xã Đak Trăm


· Tỉnh Gia Lai, thị xã An Khê:


· Thôn An Bình và thôn An Điền Nam thuộc xã Cửu An


· Thôn Pơ Nang thuộc xã Tú An


Đối tượng tham vấn: Bao gồm


· Cán bộ quản lý dự án cấp tỉnh và xã: Đã phỏng vấn trao đổi với cán bộ dự án 3 tỉnh và 06 xã. Với 16 người tham gia, có 4 nữ


· Nông dân tham gia dự án tằm sắn ở 19 thôn: Tổng số lượt người tham gia cung cấp thông tin và thảo luận là 125 người, với 70 là nữ chiếm trên 56%. Với 125 hộ tham gia đánh giá trên 497 hộ đăng ký tham gia dự án, như vậy đã phỏng vấn đánh giá ở 25% hộ tham gia dự án. Riêng ở làng Nhoi và Hòa Bình thuộc xã Tú An, tuy nông dân đã được mời nhưng không đến tham gia.

Danh sách, thành phần, địa phương tham gia đánh giá ở phụ lục 1


Bảng 1: Thành viên ban quản lý dự án các cấp tham gia cung cấp thông tin và thảo luận

		Cấp quản lý dự án

		Tỉnh

		Huyện

		Xã

		Số người tham gia

		Số nữ tham gia



		Ban quản lý dự án tỉnh

		Dăk Nông

		

		

		2

		



		Ban quản lý dự án xã

		

		Dăk Rlấp

		Nhân Cơ

		1

		



		

		

		

		Dăk R'Tih

		2

		



		

		

		

		

		

		



		Ban quản lý dự án tỉnh

		Gia Lai

		

		

		1

		



		Ban quản lý dự án xã

		

		An Khê

		Tú An

		1

		



		

		

		

		Cửu An

		1

		



		

		

		

		

		

		



		Ban quản lý dự án tỉnh

		Kon Tum

		

		

		2

		1



		Ban quản lý dự án xã

		

		Đăk Tô

		Ngọc Tụ

		3

		2



		

		

		

		Dăk Trăm

		3

		1



		

		

		

		

		

		



		Tổng

		

		

		

		16

		4





Bảng 2: Số hộ nông dân tham gia cung cấp thông tin và thảo luận

		Tỉnh

		Huyện

		Xã

		Thôn

		Số người tham gia đánh giá

		Số phụ nữ tham gia đánh giá

		Số hộ đăng ký tham gia dự án từ đầu

		% hộ đánh giá/hộ tham gia theo xã



		Đăk Nông

		Đăk RLấp

		Nhân Cơ

		Thôn 4

		1

		

		0

		36%



		

		

		

		Thôn 12

		3

		3

		21

		



		

		

		

		Thôn 17

		5

		

		17

		



		

		

		

		Bon Bu Dấp

		18

		8

		38

		



		

		

		Đăk R'Tih

		Thôn 2

		1

		1

		0

		33%



		

		

		

		Thôn 3

		14

		3

		40

		



		

		

		

		Thôn 5 (Bon Bu Dach)

		8

		

		30

		



		Kon Tum

		Đăk Tô

		Ngọc Tụ

		Dăk Nu

		6

		3

		11

		24%



		

		

		

		Đăk No

		2

		2

		14

		



		

		

		

		Đăk Chờ

		5

		2

		18

		



		

		

		

		Kon Pring

		5

		2

		15

		



		

		

		

		Dăk Tông

		

		

		16

		



		

		

		Đăk Trăm

		Tê Pen

		3

		3

		20

		22%



		

		

		

		Tê Pheo

		11

		11

		25

		



		

		

		

		Dăk Mong

		6

		2

		23

		



		

		

		

		Đăk Rơ Za

		2

		

		21

		



		

		

		

		Dăk Rò

		3

		

		13

		



		

		

		

		Dăk Trăm

		

		

		5

		



		

		

		

		Dăk Hà

		

		

		5

		



		

		

		

		Kô Xia

		

		

		3

		



		Gia Lai

		An Khê

		Cửu An

		An Bình

		7

		7

		47

		23%



		

		

		

		An Điền Nam

		16

		14

		51

		



		

		

		Tú An

		Pơ Nang

		9

		9

		10

		14%



		

		

		

		Nhoi

		

		

		15

		



		

		

		

		Hòa Bình

		

		

		25

		



		

		

		

		Cửu Đạo 

		

		

		14

		



		Tổng

		

		

		Số thôn đánh giá = 19/24

		125

		70

		497

		25%
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Thời gian nghiên cứu đánh giá:  Trong tháng 3 năm 2008

3.3 Phương pháp nghiên cứu, đánh giá dự án

Với các mục tiêu là thu thập và phân tích thông tin liên quan đến tác động của dự án trên các mặt: Kinh tế, kỹ thuật, xã hội, môi trường, quản lý dự án; phương pháp luận chủ yếu là tiếp cận có sự tham gia được áp dụng phản ảnh hiệu quả, tác động của dự án. Trong đó bao gồm thu thập số liệu của dự án, phỏng vấn cá nhân, thảo luận nhóm hộ nông dân, bình bầu cho điểm và phân tích kinh tế hộ; so [image: image21.jpg]sánh các dữ liệu kinh tế xã hội khi kết thúc dự án với báo cáo đánh giá ban đầu và phân tích, tổng hợp:

i. Thu thập số liệu thứ cấp: Bao gồm văn kiện dự án, các báo cáo hàng năm và báo cáo kỹ thuật; các số liệu hộ tham gia, lượng kén buôn bán ở các xã

ii. Phỏng vấn cá nhân: Bao gồm cán bộ quản lý dự án cấp tỉnh và xã, nội dung bao gồm các khía cạnh liên quan đến quản lý dự án, vấn đề kinh kế, kỹ thuật, xã hội và môi trường trong tiến trình thực hiện dự án, và thu nhận các ý kiến đề xuất khi dự án kết thúc. Đã phỏng vấn 3 ban quản lý án ở 3 tỉnh và 6 lãnh đạo dự án ở 6 xã với 16 người tham gia.

iii. [image: image22.jpg]Thảo luận nhóm nông dân: Mỗi thôn/làng/bon hoặc chung một xã, tiến hành thảo luận với nông dân tham gia dự án về tình hình thực hiện dự án, các kết quả đạt được, các hạn chế và thu nhận các ý kiến đề xuất. Đã thảo luận với 7 nhóm hộ nông dân.

iv. Bình bầu cho điểm về mức độ đạt được của hộ nông dân khi kết thúc dự án: Mỗi nông dân tham gia dự án độc lập cho điểm và tự đánh giá mức độ đạt được của hộ mình trong tiếp cận với kỹ thuật tằm sắn và mức độ sẵn sàng của họ trong phát triển tiếp theo. 

v. [image: image23.jpg]Phỏng vấn kinh tế hộ: Nội dung và lượng thông tin điều tra, phỏng vấn kinh tế hộ bao gồm: thông tin chung về hộ, diện tích và tình hình sử dụng  đất đai, rừng; các dòng thu nhập và chi phí cho sản xuất nông nghiệp, ngoài nông nghiệp, thu từ sản xuất tằm sắn; cân đối thu chi; tính toán thực tế thu nhập của khẩu /tháng để thẩm định mức nghèo của hộ. Trong đó chia ra hộ thuộc diện nghèo và thoát nghèo. Đã phỏng vấn 125 hộ.

vi. So sánh, phân tích, tổng hợp: Các dữ liệu kinh tế xã hội, môi trường khi kết thúc dự án được đối chiếu so sánh với khi bắt đầu dự án, làm cơ sở phản ảnh sự thay đối. Sử  dụng phương pháp cho điểm và sơ đồ đánh giá thay đổi để trực quan hóa


4 Kết quả đánh giá tác động: Hiệu quả - Hạn chế - Đề xuất 

4.1 Vấn đề quản lý dự án và sự tham gia của người dân, đồng bào thiểu số nghèo

Mục tiêu của dự án là thông qua thực hiện hỗ trợ quá trình kế hoạch hóa thu hút sự tham gia của người dân có tính tới các yếu tố xã hội để lôi cuốn cả người nghèo, người dân tộc thiểu số và chủ hộ gia đình là phụ nữ. Kết quả phỏng vấn cá nhân ban quản lý dự án cấp tỉnh, xã và thảo luận nhóm nông dân đã thu nhận các ý kiến nhận xét như sau, đồng thời trên cơ sở số liệu thứ cấp và thu thập ở các tổ nuôi tằm, thống kê thành phần nông hộ tham gia và sự thay đổi theo thời gian:


Điểm mạnh, kết quả đạt được:


· Về mặt quản lý, lập kế hoạch, giám sát: Quản lý dự án đơn giản, tiếp cận gần với dân. Bao gồm ban quản lý dự án tỉnh thuộc Sở Nông nghiệp & PTNT – Ban quản lý dự án xã – Tổ nuôi tằm ở các thôn hoặc cụm thôn.   Cán bộ chuyên trách ở cấp tỉnh thường xuyên đến địa phương để thúc đẩy các hoạt động (Đăk Nông, Kon Tum), Ban quản lý dự án xã đã chủ động hỗ trợ các nông hộ  hoạt động sản xuất, mua bán sản phẩm ở địa phương (Kon Tum). Các đợt tập huấn, hướng dẫn kỹ thuật dự án triển khai trực tiếp với dân (lý thuyết đi liền với thực hành) nên dân có thể làm được ngay. Cán bộ dự án trung ương và tư vấn hỗ trợ kỹ thuật được người dân đánh giá là nhiệt tình, có trách nhiệm và năng nổ; cách hướng dẫn kỹ thuật đơn giản dễ hiểu, dễ làm; giúp các hộ nuôi tằm theo dõi dịch bệnh và phun thuốc kịp thời (xã Đăk R'Tih). Mội số nơi các tổ trưởng nuôi tằm nằm trong Ban quản lý dự án xã nên thuận lợi trong điều hành và lập kế hoạch từ dưới lên (Xã Cửu An, Tú An, Thị xã An Khê, tỉnh Gia Lai). Như vậy về mặt quản lý dự án đã hỗ trợ được cho tiến trình nâng cao năng lực quản lý, lập kế hoạch, theo dỏi giám sát ở cơ sở, đặc biệt là nâng cao năng lực cho các tổ trưởng nuôi tằm sắn ở các thôn. Đây là một cách tiếp cận có hiệu quả và thu hút được sự tham gia từ người dân và phản ảnh được tình hình cụ thể.

· Về sự tham gia của đồng bào dân tộc thiểu số và phụ nữ: Kỹ thuật nuôi tằm sắn và dệt lụa tỏ ra phù hợp với năng lực và sở trường của phụ nữ. Các khóa tập huấn kỹ thuật nuôi, chăm sóc tằm phụ nữ tham gia chiếm 80 -85% và 100% ở các lớp tập huấn về thu kén, ươm tơ, dệt.  Phụ nữ tham gia nuôi tằm, sơ chế chiếm khoảng >70%, kéo sợi và dệt hầu như tham gia 100%. Điều này phù hợp với phụ nữ người Ba Nar đã có kinh nghiệm và rất thích kéo sợi, nhuộm, dệt và may sản phẩm (Gia Lai). Cũng có nhiều ý kiến ở cấp tỉnh cho rằng các hộ đồng bào dân tộc. Việc hình thành các tổ nuôi tằm đã hỗ trợ tốt cho việc chia sẻ kinh nghiệm. Về tỷ lệ dân tộc thiểu số tham gia thì  có 3 xã 100% là người dân tộc tham gia (Đăk R'tih – Dăk Nông, Đăk Trăm – Kon Tum, Tú An – Gia Lai). Xã Nhân Cơ , Dăk Nông, Ngọc Tụ - kon Tum có 1/3 số thôn là người dân tộc phía Bắc tham gia; xã Cửu An, Gia Lai có 100% hộ người Kinh tham gia. Nhìn chung các hộ dân tộc thiểu số tích cực nuôi tằm ở các lứa đầu sau đó số lượng tham gia có xu hướng giảm.

Bảng 3: Số hộ, thành phần và sự thay đổi trong tham gia dự án ở các thôn, xã của 3 tỉnh


		Địa phương

		Tổng số hộ của thôn

		Số hộ dân tộc

		Số hộ nghèo của thôn

		Số hộ tham gia ban đầu

		Số hộ tham gia đến kết thúc dự án

		Số hộ dân tộc tham gia ban đầu

		Số hộ dân tộc tham gia đến kết thúc dự án

		Số hộ nghèo tham gia

		Số hộ nghèo dân tộc tham gia



		Thôn 17

		442

		42

		0

		17

		15

		12

		12

		14

		0



		Bu Dâp

		101

		89

		37

		38

		25

		35

		22

		28

		27



		Thôn 12

		193

		14

		17

		21

		12

		0

		0

		4

		0



		Xã Nhân cơ

		736

		145

		54

		76

		52

		47

		34

		46

		27



		Bon Bu Dach

		80

		52

		22

		30

		20

		29

		19

		16

		15



		Thôn 3

		53

		51

		27

		40

		20

		39

		20

		14

		13



		Xã Dak Rtih

		133

		103

		49

		70

		40

		68

		39

		30

		28



		Tỉnh Dăk Nông

		869

		248

		103

		146

		92

		115

		73

		76

		55



		Thôn Đăk Nu

		74

		74

		40

		11

		5

		11

		5

		8

		8



		Thôn Kon Pring

		74

		74

		50

		15

		7

		15

		7

		9

		9



		Thôn Đăk Chờ

		83

		73

		53

		18

		7

		18

		7

		0

		0



		Thôn Đăk Tông

		80

		79

		81

		16

		4

		16

		4

		0

		0



		Thôn Đăk No

		46

		46

		8

		14

		8

		14

		8

		0

		0



		Xã Ngọc Tụ

		357

		346

		232

		74

		31

		74

		31

		17

		17



		Thôn Đăk Trăm

		105

		75

		38

		5

		2

		5

		2

		4

		4



		Thôn TePen

		67

		57

		32

		20

		8

		20

		8

		19

		19



		Thôn Dăk Rò

		68

		67

		38

		13

		7

		13

		7

		12

		12



		Thôn Dăk Hà

		35

		34

		16

		5

		3

		5

		3

		5

		5



		Thôn Dăk Mông

		82

		76

		42

		23

		10

		23

		10

		20

		20



		Thôn Kô Xia

		10

		10

		5

		3

		1

		3

		1

		3

		3



		Thôn Rô Gia

		136

		129

		62

		21

		13

		21

		13

		21

		21



		Thôn Te Pheo

		63

		60

		38

		25

		18

		25

		18

		10

		10



		Xã Dăk Trăm

		566

		508

		271

		115

		62

		115

		62

		94

		94



		Tỉnh Kon Tum

		923

		854

		503

		189

		93

		189

		93

		111

		111



		Thôn An Bình 

		186

		0

		8

		40

		16

		0

		0

		2

		0



		Thôn An Điền Nam

		303

		0

		10

		30

		10

		0

		0

		5

		0



		Xã Cửu An

		489

		0

		18

		70

		26

		0

		0

		7

		0



		Thôn Pơ Nang

		35

		35

		4

		17

		3

		10

		3

		0

		0



		Thôn Nhoi

		27

		27

		6

		15

		1

		15

		0

		0

		6



		Thôn Hòa Bình

		80

		80

		32

		25

		16

		25

		16

		0

		16



		Thôn Cửu Đạo 1

		152

		0

		0

		18

		11

		0

		0

		0

		0



		Xã Tú An

		294

		142

		42

		75

		31

		50

		19

		0

		22



		Tỉnh Gia Lai

		783

		142

		60

		145

		57

		50

		19

		7

		22



		

		

		

		

		

		

		

		

		

		



		Tổng chung

		2575

		1244

		666

		480

		242

		354

		185

		194

		188





Nguồn: Các báo cáo của dự án và số liệu ghi chép của các tổ trưởng tằm sắn ở các thôn

Thời gian ban đầu tổng số hộ tham gia là 480 hộ / 2575 hộ của tất cả các thôn thuộc 6 xã vùng dự án, chiếm gần 19% tổng số hộ; số lượng tham gia này xấp xỉ đạt số lượng theo yêu cầu của văn kiện dự án (chỉ tiêu 500 hộ tham gia dự án). Trong đó số hộ dân tộc tham gia từ đầu là 354 hộ/tổng số 480 hộ tham gia, chiếm 74%, tập trung ở các xã Dăk Rtih (Dăk Nông), Ngọc Tu, Dăk Trăm (Kon Tum) và Tú An (Gia Lai); điều này cho thấy dự án đã tập trung cho đối tượng là đồng bào dân tộc thiểu số. Trong tổng số 480 hộ tham gia, có 194 hộ thuộc đối tượng hộ nghèo với 188 hộ là đồng bào dân tộc thiểu số nghèo, chiếm 39% trong tổng số hộ tham gia dự án. Nhìn vào bảng số liệu các hộ tham gia cho thấy sự nỗ lực của dự án trong thu hút một số lượng lớn hộ vào dự án trong một thời gian không dài và cố gắng tập trung cho hộ nghèo, đồng bào thiểu số. Trong đó tỉnh Kon Tum có 100% là người đồng bào dân tộc tham gia và tỷ lệ hộ nghèo chiếm tỷ lệ rất cao; trong khi đó thành phần dân tộc thiểu số tham gia ở Gia Lai là thấp nhất, cũng như là hộ nghèo; tỉnh Dăk Nông ở mức trung bình với khoảng trên 30% hộ dân tộc thiểu số nghèo trong tổng số hộ tham gia.

[image: image5.png]

Hình 1: Thành phần số hộ tham gia dự án tằm sắn ở 3 tỉnh 

· Quỹ quay vòng vốn (4,160USD/xã) được xem là một sáng kiến tốt để hỗ trợ nông dân sản xuất tằm sắn. Việc sử dụng quỹ đã giúp cho việc thu mua sản phẩm của nông dân kịp thời vì khách hàng thường ở xa trong khi đó nông dân có nhu cầu tiền mặt; đồng thời cách quản lý quỹ với chi phí theo tỷ lệ % thích hợp hoặc sử dụng phần lãi để phụ cấp cho ban quản lý đã giúp quỹ này duy trì và ban có thể họat động. Qua đây cũng nâng cao năng lực quản lý vốn quay vòng hỗ trợ sản xuất cho nông hộ của cấp xã.

Hạn chế và nguyên nhân:

· Về quản lý dự án: Trong hệ thống tổ chức quản lý dự án, theo thiết kế có đào tạo cho cán bộ kỹ thuật cấp tỉnh ở Sở NN & PTNT và Sở Kế hoạch đầu tư, tuy nhiên trong quá trình triển khai, hoạt động này không làm được, do vậy thiếu sự tham gia sự hỗ trợ cán bộ chuyên trách (kỹ thuật, thị trường, …) đối với địa phương để làm việc với các nhóm dân tại thôn xã (các xã Nhân Cơ, Dăk R’Tih, tỉnh Đăk Nông). Ngoài ra trong hệ thống quản lý dự án thiếu cấp huyện, theo cán bộ dự án cấp tỉnh và xã thì đây không phải vấn đề lớn, tuy nhiên trong triển khai cũng nảy sinh một số vấn đề là huyện không rõ thông tin dự án nên thiếu hỗ trợ, một số hoạt động phải đi theo trình tự quản lý nhà nước nhưng thiếu cấp huyện tham gia; do vậy một số tỉnh như Kon Tum cố gắng khắc phục bằng cách mời cán bộ huyện tham gia các buổi hội thảo, tập huấn. Tuy nhiên theo đánh giá về lâu dài, thiếu cấp huyện trong quản lý dự án sẽ gây trở ngại trong việc phát triển ngành nghề có tính hệ thống, vì vai trò quản lý nhà nước và kế hoạch từ cấp huyện là quan trọng, đồng thời thiếu sự hỗ trợ của mạng lưới khuyến nông cũng như các cấp quản lý ở huyện sẽ cản trở trong việc lan rộng các kết quả thành công.


· Về sự tham gia của người nghèo, dân tộc, phụ nữ: Với dự án tằm sắn phụ nữ có cơ hội tham gia học tập và chia sẻ kỹ thuật mới, tuy nhiên bên cạnh đó cũng tồn tại mâu thuẫn khi mà phụ nữ cũng gánh vác quá nhiều công lao động cho sản xuất cũng như việc khác trong gia đình, đặc biệt là những hộ thiếu lao động và hạn chế tiếng Kinh; do vậy khó khăn trong tiếp nhận thông tin, trao đổi kinh nghiệm và tham gia vào phát triển tằm sắn một cách ổn định. Ngoài ra đối với đồng bào dân tộc còn bị hạn chế khi tiếp cận công nghệ mới đòi hỏi tỉ mỉ khi mà tập quán sinh hoạt sản xuất còn thấp, chưa thê có được kế hoạch sản xuất, sinh hoạt gia đình phù hợp để nuôi tằm đầy đủ. 

· Suy giảm sự tham gia: Đánh giá cho thấy có sự suy giảm số hộ tham gia theo thời gian, tỷ lệ % hộ tham gia đến cuối cùng trung bình ở 3 tỉnh là 51%, trong đó thấp nhất ở tỉnh Gia Lai là 39%, trung bình là Kon Tum 49% và duy trì được cao nhất ở Dăk Nông là 63%

[image: image6.png]

Hình 2: Suy giảm số hộ tham gia dự án tằm sắn ở 3 tỉnh 

Nguyên nhân của việc suy giảm số hộ tham gia cho đến kết thúc dự án đã được nông dân chỉ ra cụ thể:

· Chọn đối tượng, tư tưởng trông chờ hỗ trợ: Cách chọn địa phương, hộ tham gia đôi khi chưa phù hợp với nhu cầu, mong đợi,  một số hộ không cần cù nên bỏ giữa chừng như ở thôn Đăk Tông (Kon Tum), làng Nhoi (Gia Lai). Một số hộ dân tộc thiểu số còn ỷ lại, trông chờ sự hỗ trợ, không chịu khó làm, nghĩ là việc của dự án (thôn Đăk Tông - xã Ngọc Tụ). Đây là vừa là nguyên nhân vừa thử thách trong cách tiếp cận để phát triển nông thôn miền núi nói chung.

· Mức độ quan tâm của dân suy giảm do bệnh tằm: Một số hộ dân bỏ không nuôi nữa vì tằm bị dịch bệnh mà không biết cách phòng chống. Các lứa sau tằm nuôi về sau này bị chết nhiều, người dân không rõ nguyên nhân nên chán nãn, tiếc công sức chăm sóc nên không thích nuôi. Ví dụ tằm chết nhiều vào các tuổi 3, 4 khi sắp làm kén, ảnh hưởng đến tâm lý của người nuôi.


· Sự cạnh tranh giữa giá cả ngày công lao động và các loại sản xuất khác so với nuôi tằm sắn: Thực tế ở Tây Nguyên, ngoài những vùng quá khó khăn về đất đai, thị trường lao động như ở Ngọc Tụ, Dăk Trăm (Kon Tum), các vùng khác với giá cả thuê mướn lao động khá cao (50 – 70 ngàn đồng/công) và việc sản xuất cây sắn quy mô lớn, trồng cà phê, cao su, tiêu, ... đã thu hút quá nhiều lao động, đồng thời với hiệu quả ngày công của nó thì tằm sắn không thể so sánh, tuy biết rằng dự án tằm sắn được đưa vào nhằm thu hút lao động nhàn rỗi, người già, trẻ em cùng tham gia để hộ gia đình có thêm nguồn thu tiền mặt; nhưng nó vẫn đối mặt với sự canh tranh của các họat động sản xuất khác đang diễn ra. 

· Về quản lý, sử dụng quỹ qũy vòng vốn: Khả năng quản lý kinh phí của xã chưa chặt chẻ do vậy ban quản lý dự án tỉnh chỉ chuyển kinh phí về từng đợt theo nhu cầu thu mua kén cho dân (tỉnh Kon Tum). Tiền vốn quay vòng được xã giữ, tuy nhiên thủ tục rút tiền còn rườm rà, đôi khi ảnh hưởng đến việc thu mua kén cho dân (các xã ở Đăk Nông). Tuy nhiên trong thời gian thực hiện dự án quỹ này chỉ mới sử dụng để thu mua kén, các hộ dân vẫn chưa được vay vốn để đầu tư sản xuất; hoặc một số lứa tằm, xã thu mua không kịp thời cho dân, hoặc thu mua nhưng chậm trả tiền (Thôn Pơ Nang – xã Tú An; các thôn của xã Cửu An), mua từ tháng 07/2007 đến nay tháng 3/2008 vẫn chưa trả tiền.

Đề xuất:


Các đề xuất liên quan đến quản lý, hỗ trợ lập kế hoạch có sự tham gia ở đây chủ yếu tập trung cho phương hướng làm thế nào hỗ trợ nông dân tiếp tục duy trì và phát triển tơ lụa ở những thôn xã thích hợp, bao gồm:


· Hệ thống quản lý điạ phương: Vấn đề quan trọng trong hỗ trợ tiếp tục nông dân phát triển tơ lụa ở vùng thích hợp đó là hệ thống quản lý và dịch vụ. Vì sản xuất hàng hóa kén, sợi, tơ lụa đòi hòi có cung cấp dịch vụ đầu vào như giống, thuốc phòng trừ bệnh; và dịch vụ đầu ra cho các sản phẩm. Điều này nông hộ không thể đơn lẻ giải quyết được mà cần có tổ chức có tính hệ thống và gần với nông hộ. Do vậy đã có các đề xuất là cần gắn kết quản lý của cấp huyện, xã để tạo điều kiện cho triển khai các hoạt động trên địa bàn các xã do huyện quản lý, gắn kết với kế hoạch phát triển và nguồn ngân sách của địa phương; bao gồm nên có cán bộ chuyên trách là khuyến nông, phòng kinh tế ở cấp huyện để theo dõi, hướng dẫn kỹ thuật và cung cấp thông tin thị trường (Đăk Nông, Gia Lai, Kon Tum), trong đó tổ chức ở cấp xã là quan trọng để khuyến khích tự tổ chức sản xuất theo từng điều kiện cụ thể ở địa phương, chỉ cần duy trì ban quản lý xã 2 - 3 người (Gia Lai). Kết hợp với các dự án khác như FLITCH để tiếp tục phát triển tơ tằm (Gia Lai). 

· Hình thành hợp tác xã: Riêng ở xã Dăk R’Tih cho thấy tằm sắn chỉ có thể tiếp tục khi có một tổ chức ở cấp xã, dưới dạng hợp tác xã (xã Dăk R’Tih, huyện Dăk R’Lấp, tỉnh Đăk Nông), đơn vị này như là cơ quan tư vấn, dịch vụ đầu vào đầu ra và kết nối với thị trường cho nông dân.

· Duy trì và phát triển quỹ, tín dụng hỗ trợ nông dân sản xuất: Đối với các xã có nhu cầu tiếp tục duy trì và mở rộng tằm sắn và dệt lụa, quỹ quay vòng vốn này được đánh giá là rất quan trọng. Vì vậy cấp xã đã đề nghị tiếp tục giao nguồn quỹ này cho xã quản lý và tiếp tục triển khai thu mua sản phẩm, tạo lãi để hoạt động lâu dài (trả phụ cấp cho cán bộ xã) và duy trì bảo toàn nguồn vốn; tổ chức cho ứng hoặc vay vốn trước phục vụ cho việc nuôi tằm hoặc phát triển ngành nghề và sẽ thu lại bằng sản phẩm tương đương theo thời giá (xã Đăk R'tih). Hoặc ở nơi có thể phát triển thông qua hợp tác thì đề nghị chuyển tiền về đơn vị này để chuyên trách và chủ động trong hoạt động (xã Đăk R'tih).


· Về tổ chức thu hút sự tham gia của đồng bào dân tộc trong phát triển sản xuất, ngành nghề mới: Đối với dự án cho đồng bào dân tộc, để khắc phục hạn chế trong giao tiếp, chia sẻ kinh nghiệm, nên chọn hộ tham gia theo tỷ lệ 70% dân tộc, 30% kinh để chị em có thể học hỏi, chia sẻ kinh nghiệm lẫn nhau (tỉnh Kon Tum). Cần có cán bộ chuyên trách đến thôn xã để giải quyết khâu kỹ thuật (tốt nhất là cán bộ khuyến nông, phòng kinh tế chịu trách nhiệm. Đồng thời lựa chọn hộ là quan trọng, cần dựa vào sự tự nguyện, mong muốn làm. Cần tìm hiểu nguyên nhân tằm chết cụ thể và hướng dẫn cách phòng chống rõ ràng để dân thực hiện. Phải có cách tiếp cận đối với đồng bào dân tộc thiểu số và giải pháp từng bước để lan rộng cách nuôi tằm giữa các hộ dân ở những địa phương thích hợp.

4.2 Tác động nâng cao năng lực và chuyển giao kỹ thuật tằm sắn

Với mục tiêu của dự án là tăng cường năng lực cho các hộ nghèo người dân tộc thiểu số thông qua đào tạo và chuyển giao công nghệ thích hợp. Bao gồm các chỉ tiêu là có ít nhất 500 người hưởng lợi là người dân tộc thiểu số và phụ nữ được đào tạo về sản xuất tơ tằm ăn lá sắn; ít nhất 60 – 70 cán bộ của Sở Nông nghiệp và Phát triển nông thôn và 5 – 10 cán bộ Sở Kế hoạch đầu tư ở 3 tỉnh được đào tạo để hỗ trợ cho tiến trình chuyển giao kỹ thuật.

Để đánh giá tác động về nâng cao năng lực về kỹ thuật, công nghệ, số liệu thứ cấp về các khóa đào tạo, đối tượng đào tạo đã được thu thập ở các ban quản lý dự án 3 tỉnh, các xã và trực tiếp phỏng vấn các tổ trưởng nuôi tằm sắn. Ngoài ra vấn đề tiếp nhận kỹ thuật của nông dân, thuận lợi, khó khăn và đề nghị cũng được theo thảo luận với các nhóm hộ, phỏng vấn các điều phối viên cấp tỉnh.

Kết quả đạt được:

Một trong những tác động chủ yếu và lớn nhất của dự án này là sự nỗ lực để đưa công nghệ nuôi tằm sắn và sản xuất tơ lụa đến vùng sâu vùng xa, vùng đồng bào thiếu số với tập quán canh tác quảng canh. 

· Tập huấn nâng cao năng lực về kỹ thuật cho người dân: Các khóa tập huấn có tính hệ thống đã được tiến hành, bao gồm từ nuôi tằm, thâm canh cây sắn, đến phân loại sơ chế, bảo quản kén, kéo sợi, nhuộm, nhân giống tằm và dệt may. Đã tập huấn được một số lượng lớn lượt nông dân tham gia trong 2 năm, bao gồm 1,092 lượt người ở các khóa khác nhau. Trong đó, tập trung chủ yếu là nuôi tằm và phân loại, bảo quản kén; sau đó có tập huấn khá nhiều cho công tác giống. Riêng các khóa về kéo sợi, nhuộm màu dệt chủ chỉ mới dứng lại ở một số ít nông dân nòng cốt, các tổ trưởng nuôi tằm. Theo kết quả phỏng vấn cho thấy hầu hết các hộ tham gia nuôi tằm đều rất rõ ràng về quy trình kỹ thuật nuôi tằm và tự tin áp dụng những gì họ được học. Đây có thể nói là thành công lớn nhất của dự án khi chuyển giao một kỹ thuật khá tỉ mỉ đến người dân nghèo, thiểu số, hạn chế giao tiếp; đạt được điều này là nhờ tư vấn đã phương pháp hướng dẫn kỹ năng và kinh nghiệm trực tiếp, tổ chức học thông qua làm.

· Tư vấn kỹ thuật: Sự nhiệt tình và có trách nhiệm của tư vấn kỹ thuật Nhật Bản và trong nước đã được người dân ghi nhận và nhắc đến nhiều trong các đợt phỏng vấn. Các tư vấn đã có nhiều nỗ lực hỗ trợ giúp đỡ người dân áp dụng kỹ thuật, đi đến tận nơi để theo dõi và cố vấn. 

Bảng 4: Số lượt người dân tham gia các khóa tập huấn về kỹ thuật tằm sắn

		Địa phương

		Nuôi tằm và thâm canh sắn

		Phân loại và sơ chế bảo quản kén

		Kéo sợi

		Nhuộm

		Nhân giống

		Dệt, may

		Tổng lượt người



		Thôn 17

		17

		17

		

		

		

		

		34



		Bu Dâp

		41

		41

		10

		2

		22

		

		116



		Thôn 12

		22

		22

		

		

		

		

		44



		Xã Nhân cơ

		80

		80

		10

		2

		22

		 

		194



		Bon Bu Dach

		30

		30

		10

		10

		10

		10

		100



		Thôn 3

		40

		40

		10

		10

		10

		14

		124



		Xã Dak Rtih

		70

		70

		20

		20

		20

		 24

		224



		Tỉnh Dăk Nông

		150

		150

		30

		22

		42

		 24

		418



		Thôn Đăk Nu

		

		11

		0

		0

		0

		

		11



		Thôn Kon Pring

		15

		15

		2

		2

		3

		

		37



		Thôn Đăk Chờ

		18

		18

		1

		1

		3

		

		41



		Thôn Đăk Tông

		16

		16

		0

		0

		2

		

		34



		Thôn Đăk No

		14

		14

		2

		2

		4

		

		36



		Xã Ngọc Tụ

		63

		74

		5

		5

		12

		 

		159



		Thôn Đăk Trăm

		

		0

		0

		0

		0

		

		0



		Thôn TePen

		

		1

		7

		4

		2

		

		14



		Thôn Dăk Rò

		8

		1

		0

		0

		0

		

		9



		Thôn Dăk Hà

		0

		0

		0

		0

		0

		

		0



		Thôn Dăk Mông

		

		10

		2

		2

		2

		

		16



		Thôn Kô Xia

		

		5

		0

		0

		0

		

		5



		Thôn Rô Gia

		15

		10

		3

		2

		15

		

		45



		Thôn Te Pheo

		8

		7

		12

		8

		15

		

		50



		Xã Dăk Trăm

		31

		34

		24

		16

		34

		 

		139



		Tỉnh Kon Tum

		94

		108

		29

		21

		46

		 16

		314



		Thôn An Bình 

		40

		40

		0

		0

		10

		0

		90



		Thôn An Điển Nam

		30

		30

		0

		0

		10

		0

		70



		Xã Cửu An

		70

		70

		0

		0

		20

		 0

		160



		Thôn Pơ Nang

		15

		15

		7

		7

		5

		0

		49



		Thôn Nhoi

		2

		2

		5

		5

		1

		7

		22



		Thôn Hòa Bình

		25

		25

		8

		8

		8

		5

		79



		Thôn Cửu Đạo 1

		18

		18

		0

		0

		6

		8

		50



		Xã Tú An

		60

		60

		20

		20

		20

		 20

		200



		Tỉnh Gia Lai

		130

		130

		20

		20

		40

		 20

		360



		

		

		

		

		

		

		

		0



		Tổng lượt người

		374

		388

		79

		63

		128

		60

		1092





Nguồn: Số liệu các ban quản lý dự án tỉnh và ghi chép của các tổ trưởng tằm sắn (Ghi chú 60 người tập huấn dệt may ở Trung tâm Tằm Sắn Ngọc Tụ đến từ 3 tỉnh)

[image: image7.png]

Hình 3: Số lượt người tham gia các khóa tập huấn kỹ thuật 


Hạn chế và nguyên nhân:


· Một số kỹ thuật chưa được giải quyết đầy đủ: Kết qủa thảo luận với cán bộ dự án tỉnh và nông dân đều cho thấy ba vấn đề nổi cộm cần quan tâm trong quy trình nuôi tằm để nó có thể thích ứng với điều kiện địa phương: i) Bệnh tằm sắn, đã xuất hiện nhiều vào năm thứ hai của dự án, làm nông dân lo ngại không dám tiếp tục, đó là lý do vì sao có hộ đã không theo tiếp tục nuôi tằm; nhiều lý do đã được phân tích, giải thích;  nhưng theo người dân đều chưa rõ và họ chưa an tâm nếu tiếp tục nuôi tằm sắn; ii) Nhu cầu lá sắn cho tằm rất cao ở các tuổi 4-5, điều này là một thử thách cho nông hộ thiếu lao động, có rẫy sắn xa nhà; việc phát triển trồng cây thầu dầu hoặc các loài cây rừng bản địa để bổ sung cho nguyên liệu nuôi tằm tuy đã được giới thiệu nhưng chưa thực sự được quan tâm và phát triển, với lý do đó nhiều hộ đã phát biểu rằng họ đã thực sự gặp khó khăn; iii) Nhân giống để phát triển tiếp tục nuôi tằm sắn là vấn đề cần quan tâm, vì hiện tại rất ít hộ có khả năng làm việc này, và cũng có ý kiến cho rằng cần có chiến lược rõ ràng hơn về giống để người dân có thể tự phát triển nuôi tằm khi dự án kết thúc. Ngoài ra một số kỹ thuật đang dừng lại ở nòng dân nòng cốt như kéo sợi, nhuộm và dệt tơ lụa; chưa được phổ biến và có kế hoạch phát triển; trong khi đó đặc biệt là người đồng bào thiểu số có thể nuôi tằm không tốt vì khó khăn sắp xếp công việc/thời gian, nhưng ngược lại họ lại có khả năng và năng khiếu nhuộm dệt và đây là cơ hội để kết hợp dệt truyền thống với tạo ra sản phẩm, tăng thu nhập, khi mà thu nhập từ bán kén là chưa cao.

· Tham gia tập huấn đào tạo của các bộ kỹ thuật các cấp: Theo văn bản dự án, có chỉ tiêu về đào tạo cho cán bộ của Sở Nông nghiệp và Phát triển nông thôn và cán bộ Sở Kế hoạch đầu tư ở 3 tỉnh để hỗ trợ cho tiến trình chuyển giao kỹ thuật, không chỉ trong giai đoạn dự án mà cả giai đoạn sau đó. Tuy nhiên rất tiếc là chỉ có một ít cán bộ điều phối viên kiêm nhiệm ở các tỉnh được đào tạo, hoặc một ít cán bộ cấp huyện được mời. Điều này cũng là một trở ngại khi dự án kết thúc sẽ thiếu cán bộ kỹ thuật cơ sở để hỗ trợ cho nông dân tiếp tục phát triển tằm sắn và dệt lụa.

Đề xuất:

Trong một thời gian ngắn thực hiện dự án chuyển giao kỹ thuật công nghệ mới hoàn toàn với dân, các kết quả đạt được là đáng khích lệ, tuy nhiên với những hạn chế nêu trên; để các địa phương thích hợp có thể tiếp tục phát triển tằm sắn, tơ lụa cần tiếp tục quan tâm các vấn đề sau:

· Nâng cao năng lực và kỹ thuật tắm sắn, tơ lụa cho khuyến nông cơ sở để hỗ trợ cho nông dân tiếp tục duy trì nuôi tằm và phát triển nghề dệt thủ công. 


· Các kỹ thuật chuyên sâu cần được tập huấn, hướng dẫn mở rộng như nhân giống tắm, phòng bệnh.

· Nghiên cứu và áp dụng kỹ thuật trồng các loài cây bản địa có thể cho tằm ăn, đặc biệt là mùa thiếu lá sắn và cho các hộ có rẫy sắn xa nhà. 


· Phát triển kỹ thuật kéo sợi, nhuộm dệt ở các vùng thích hợp như xã Dăk Rtih, Đăk Trăm, Tú An, .. ở đây đồng bào có nhiều kinh nghiệm dệt truyền thống; tuy nhiên kéo sợi và nhuộm màu thì đã mai một, do vậy cần có giải pháp nâng cao năng lực về vấn đề này nếu muốn duy trì và phát triển đến giai đoạn tơ lụa. Điều này cần được quan tâm nhiều hơn trong thời gian đến, vì việc nuôi tằm có thực sự tạo ra sinh kế bền vững cần tiến đến tạo ra hàng hóa, vì chỉ bán kén thì thu nhập còn quá thấp.

· Về tài liệu hướng dẫn kỹ thuật cần xây dựng thêm các tờ rơi, poster giới thiệu các quy trình kỹ thuật để dân có thể áp dụng dễ dàng hơn (Gia Lai)


4.3 Tác động về kinh tế

Vấn đề kinh tế là mục tiêu tiêu cụ thể được đặt ra cho dự án bao gồm tạo ra thu nhập ít nhất cho 500 người hưởng lợi là người nghèo dân tộc thiểu số và phụ nữ, dự kiến tăng thêm ít nhất 450 – 500 USD mỗi năm, thông qua tạo ra các sản phẩm ít nhất là 20.000kg kén được sản xuất để tiếp thị; và ít nhất 20.000kg tơ sợi được sản xuất để tiêu thụ ở các thị trường quốc gia và quốc tế. 

Để đánh giá tác động về kinh tế sau 2 năm thực hiện dự án, đã dựa vào: i) Thông tin về buôn thu mua và bán kén ở 3 trung tằm sắn và của các tổ trưởng nuôi tằm; ii) Phỏng vấn và thảo luận nhóm; iii) Phỏng vấn kinh tế hộ của 125 hộ thuộc 2 nhóm nghèo và thoát nghèo. 

4.3.1 Sản lượng các sản phẩm thu được từ nuôi tằm sắn

Sau hai năm chuyển giao kỹ thuật phát triển tằm sắn, các hộ tham gia nuôi từ 3 – 4 lứa trong một năm, sản phẩm tạo ra để bán chủ yếu là kén cắt, riêng nhộng chủ yếu người dân ăn, một ít được bán ra các chợ địa phương với gía 8000 - 12.000đ/1kg ở xã Đăk R'tih, Dăk Nông; 10.000đ - 20.000đ/1kg ở xã Cửu An, Gia Lai. Các lứa đầu tằm nuôi cho năng suất cao và chất lượng tốt nên có đóng góp cho thu nhập hộ. Thu nhập tuy ít nhưng cũng bổ sung để hộ có thể đủ để trả tiền điện (Đăk Trăm – Kon Tum) hay mua thêm mắm, muối, bột ngọt (ở các xã khác). Trong giai đoạn dự án chưa tạo ra được sản phẩm sợi, lụa dệt để bán mà mới chỉ dừng lại ở khâu tập huấn và sản xuất thử. Riêng phân tằm hiện tại người dân chủ yếu dừng bón cho cây trồng. 


Từ số liệu thu mua kén của các trung tâm tằm sắn và của tổ trưởng nuôi tằm ở các thôn, xác định được sản lượng kén trong từng năm 2006 và 2007, riêng sản lượng nhộng và phân tằm được tính suy ra từ sản lượng kén vì thực tế không thể theo dỏi được số liệu này

Bảng 5: Sản lượng các sản phẩm từ nuôi tằm sắn theo năm của 6 xã

		Địa phương

		Sản lượng kén năm 2006 (kg)

		Sản lượng kén năm 2007 (kg)

		Sản lượng nhộng năm 2006 (kg)

		Sản lượng nhộng năm 2007 (kg)

		Sản lượng phân tằm năm 2006 (kg)

		Sản lượng phân tằm năm 2007 (kg)



		Xã Nhân cơ

		                      267 

		            110 

		         1,336 

		            552 

		           5,344 

		         2,208 



		Xã Dak Rtih

		                      318 

		            166 

		         1,591 

		            828 

		           6,366 

		         3,310 



		Tỉnh Dăk Nông

		                      585 

		            276 

		         2,927 

		         1,380 

		         11,710 

		         5,518 



		Xã Ngọc Tụ

		237

		130

		1423

		778

		4742

		2592



		Xã Dăk Trăm

		163

		254

		815

		1272

		2717

		4238



		Tỉnh Kon Tum

		                      400 

		            384 

		         2,238 

		         2,049 

		           7,459 

		         6,830 



		Xã Cửu An

		                      162 

		            108 

		            809 

		            542 

		           3,235 

		         2,169 



		Xã Tú An

		                         85 

		

		            595 

		

		           2,550 

		



		Tỉnh Gia Lai

		                      247 

		            108 

		         1,404 

		            542 

		           5,785 

		         2,169 



		

		

		

		

		

		

		



		Tổng chung

		                   1,232 

		            768 

		         6,569 

		         3,971 

		         24,953 

		      14,517 





Nguồn: Số liệu thu mua kén ở 03 trung tâm tằm sắn 3 tỉnh và ghi chép của các tổ trưởng tằm sắn, sản lượng nhông và phân tằm được ước tính dựa vào lượng kén

Bảng 6: Tổng sản lượng trong 2 năm ở 3 tỉnh dự án

		Địa phương

		Tổng sản lượng kén (kg)

		Tổng sản lượng  nhộng  (kg)

		Tổng sản lượng phân tằm (kg)



		Xã Nhân cơ

		           378 

		        1,888 

		        7,552 



		Xã Dak Rtih

		           484 

		        2,419 

		        9,676 



		Tỉnh Dăk Nông

		           861 

		        4,307 

		     17,228 



		Xã Ngọc Tụ

		           367 

		        2,200 

		        7,334 



		Xã Dăk Trăm

		           417 

		        2,087 

		        6,955 



		Tỉnh Kon Tum

		           784 

		        4,287 

		     14,289 



		Xã Cửu An

		           270 

		        1,351 

		        5,404 



		Xã Tú An

		              85 

		           595 

		        2,550 



		Tỉnh Gia Lai

		           355 

		        1,946 

		        7,954 



		

		

		

		



		Tổng chung

		        2,001 

		     10,540 

		     39,471 





Tổng sản lượng kén thu được trong 2 năm ở tất cả các địa phương tham gia dự án là khoảng 2,001kg, đây là một cố gắng của các hộ nuôi tằm và cán bộ kỹ thuật để tạo ra sản phẩm mới, đầu tiên ở khu vực này. Tuy nhiên nếu so với chỉ tiêu 20,000kg kén thì còn quá thấp. Sản lượng kén đạt cao nhất ở xã Dăk R’Tih là 484kg/2 năm, Đăk Trăm là 417kg/2năm; sau đó đến xã Nhân Cơ, Ngọc Tụ và Cửu An, xã có sản lượng thấp là Tú An. Sản lượng kén cũng suy giảm khi chuyển sang năm  2007

Nguyên nhân của sản lượng thấp và suy giảm được đánh giá là:


· Theo các hộ nuôi tằm, giống của năm 2007 có vẻ yếu và dễ bị bệnh, làm giảm năng suất, có vụ mất trắng, do vậy một số hộ đã ngại không tiếp tục nuôi nửa

· Các  hạn chế về lao động để lấy lá sắn cho tằm vào các tuổi sau đã giảm lượng nuôi

· Một số xã cạnh tranh giữa công lao động nuôi tằm với giá trị ngày công địa phương cũng như các sản xuất khác cho thu nhập cao hơn


· Số hộ nuôi tằm suy giảm sang năm 2007 do nhiều nguyên nhân nói trên.
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Hình 4: Sản lượng kén thay đổi trong 2 năm ở 6 xã 
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Hình 5: Tổng sản lượng kén ở các xã trong 2 năm 

4.3.2 Thu nhập của hộ từ sản phẩm nuôi tằm sắn

Thu nhập của các hộ tham gia dự án mới chỉ dừng lại ở việc nuôi tằm, bán kén, chưa có thu từ bán nhộng, phân tằm và sản phẩm khác. Việc ươm tơ, kéo sợi và dệt chưa được triển khai nhiều, chỉ làm thử ở một số ít hộ, chưa tạo ra sản phẩm hàng hóa (10 - 15% số thành viên được tập huấn làm thử), bên cạnh đó kéo sợi cần số lượng kén nhiều, hiện số kén mỗi hộ làm ra không nhiều nên khó khăn để có sản phẩm sợi. Nhộng và phân tằm các hộ nuôi đa số chỉ để sử dụng trong gia đình hoặc cho, chưa bán để tạo thu nhập. 


Từ số liệu thu mua và bán kén của các trung tâm tằm sắn và các tổ trưởng nuôi tằm; tính toán giá trị thu nhập từ các sản phẩm, trong đó giá bán kén theo thực tế thực hiện mua bán cảu cac ban quản lý xã và hợp đồng đã ký kết giữa dự án với Công ty Thái Hà; riêng nhộng và phân tằm hầu như chưa được bán nhiều, tuy nhiên cũng được quy đổi thành tiền để tính tiềm năng thu nhập với đơn giá hiện tại ở địa phương là giá trị nhộng từ 10 – 12.000 VND/kg, phân tằm 2,000đ/kg. Do vậy trong phần tính toán thu nhập kinh tế, giá trị bán kén là mang lại thu nhập chính thức cho hộ nuôi tằm, còn giá trị nhộng, phân tằm được tính toán chỉ là để xác định tiềm năng thu nhập có thể có được tối đa.

Bảng 7: Tổng giá trị thu nhập từ tằm sắn của các xã dự án

		Địa phương

		Bán kén 2006 (VND)

		Bán kén 2007 (VND)

		Giá trị nhộng 2006 (VND)

		Giá trị nhộng 2007 (VND)

		Giá trị phân tằm 2006 (VND)

		Giá trị phân tằm 2007 (VND)

		Tổng giá trị tằm sắn (VND)



		 Xã Nhân cơ 

		      17,299,250 

		       7,088,000 

		        13,360,000 

		       5,520,000 

		   10,688,000 

		     4,416,000 

		     58,371,250 



		Xã Dak Rtih

		      23,307,800 

		     10,136,875 

		        15,914,000 

		       8,275,000 

		   12,731,200 

		     6,620,000 

		     76,984,875 



		Tỉnh Dăk Nông

		      40,607,050 

		     17,224,875 

		        29,274,000 

		      13,795,000 

		   23,419,200 

		   11,036,000 

		    135,356,125 



		Xã Ngọc Tụ

		      16,605,536 

		       8,762,386 

		        14,226,000 

		       7,776,000 

		     9,484,000 

		     5,184,000 

		     62,037,921 



		Xã Dăk Trăm

		      10,236,400 

		     17,470,410 

		9,780,000

		      15,258,000 

		     5,433,333 

		     8,476,667 

		     66,654,810 



		Tỉnh Kon Tum

		      26,841,936 

		     26,232,796 

		        24,006,000 

		      23,034,000 

		   14,917,333 

		   13,660,667 

		    128,692,731 



		Xã Cửu An

		      10,513,750 

		       7,591,500 

		        12,131,250 

		       8,133,750 

		     6,470,000 

		     4,338,000 

		     49,178,250 



		Xã Tú An

		  5,705,000 

		 

		  8,925,000 

		

		     5,100,000 

		

		     19,730,000 



		Tỉnh Gia Lai

		      16,218,750 

		       7,591,500 

		        21,056,250 

		       8,133,750 

		   11,570,000 

		     4,338,000 

		     68,908,250 



		

		

		

		

		

		

		

		



		Tổng chung

		      83,667,736 

		     51,049,171 

		        74,336,250 

		      44,962,750 

		   49,906,533 

		   29,034,667 

		    332,957,106 





Nguồn: Số liệu bán kén của các trung tâm tằm sắn và các tổ trưởng nuôi tằm. Giá trị nhông và phân tằm là ước tính với gía địa phương

Kết quả tính toán cho thấy tổng thu nhập tiềm năng bao gồm bán kén, dự báo gía trị nhộng và phân tằm. Qua tính cho thấy giá trị bán nhộng và phân tằm nếu bán được thì có giá trị cũng gần như tương đương với giá trị bán kén, do đó có thể xem đây là một tiềm năng tạo thu nhập. Tổng thu nhập tiềm năng của các loại sản phẩm từ nuôi tằm sắn là gần 330 triệu trong 2 năm, trong đó cao nhất là tỉnh Dăk Nông gần 140 triệu, tiếp theo là Kon Tum 130 triệu, Gia Lai 70 triệu


Bảng 8: Tiền bán kén (tiền mặt thu được của hộ tham gia dự án)


		Tỉnh

		Xã

		Bán kén 2006 (VND)

		Bán kén 2007 (VND)

		Tổng tiền bán kén 2 năm (VND)



		Dăk Nông

		Xã Nhân cơ

		17,299,250

		7,088,000

		24,387,250



		

		Xã Dak Rtih

		23,307,800

		10,136,875

		33,444,675



		Kon Tum

		Xã Ngọc Tụ

		16,605,536

		8,762,386

		25,367,921



		

		Xã Dăk Trăm

		10,236,400

		17,470,410

		27,706,810



		Gia Lai

		Xã Cửu An

		10,513,750

		7,591,500

		18,105,250



		

		Xã Tú An

		5,705,000

		

		5,705,000



		

		

		

		

		



		Tổng

		

		83,667,736

		51,049,171

		134,716,906





Tổng tiền mặt thu được của dự án là bán kén, trong 2 năm thu được tổng cộng gần 135 triệu đồng, trong đó thu từ Dăk Nông là cao nhất, kế đến là Kon Tum; trong đó các xã Dăk R’Tih, Nhân Cơ (Dăk Nông) và Ngọc Tụ (Kon Tum) có nguồn thu cao hơn các xã khác. Lượng tiền mặt thu được trong năm 2007 giảm rõ rệt, chỉ còn khoảng 2/3 so với năm 2006, hoặc thấp nhất là xã Tú An (Gia Lai) là bằng không.
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Hình 6: Tiền bán kén 2 năm ở các xã 
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Hình 7: Tổng thu từ bán kén của 6 xã 

Bảng 9: Bình quân thu nhập hộ/năm 

		Tỉnh

		Xã

		Số hộ tham gia đến kết thúc dự án

		Tổng tiền bán kén 2 năm (VND)

		Bình quân thu nhập từ kén/hộ/năm (VND)



		Dăk Nông

		Xã Nhân cơ

		52

		        24,387,250 

		      234,493 



		

		Xã Dak Rtih

		40

		        33,444,675 

		      418,058 



		Kon Tum

		Xã Ngọc Tụ

		31

		        25,367,921 

		      409,160 



		

		Xã Dăk Trăm

		62

		        27,706,810 

		      223,442 



		Gia Lai

		Xã Cửu An

		26

		        18,105,250 

		      348,178 



		

		Xã Tú An

		31

		         5,705,000 

		       92,016 



		

		

		

		

		



		

		Tổng

		242

		      134,716,906 

		      278,341 





Tính toán thu nhập bình quân hộ/năm từ bán kén, với tổng thu chia cho số hộ tham gia đến cuối dự án. Bình quân thu nhập hộ/năm từ bán kén là gần 280,000VND, con số này còn thấp hơn nếu chia bình quân cho tổng số hộ tham gia. Thu nhập bình quân hộ từ kén cao nhất ở các xã Dăk R’Tih, Ngọc Tụ và Cửu An, biến động 350,000 – 420,000VND/hộ/năm; thấp nhất là xã Tú An, bình quân chỉ đạt gần 100,000 VND/hộ /năm. 
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Hình 8: Bình quân thu nhập hộ/năm từ kén ở 6 xã 

Ngoài ra để xác định được giá trị tiềm năng thu nhập, tính toán cả giá trị nhộng và phân tằm. Cho thấy bình quân thu nhập tiềm năng là gần 690,000VND/hộ/năm, trong đó cao nhất là các xã Ngọc Tụ, Dăk R’Tih và Cửu An, bình quân là 1,000,000VND/hộ/năm

Bảng 10: Tiềm năng thu nhập hộ từ các sản phẩm của tằm sắn (Kén, Nhộng, Phân tằm)

		Tỉnh

		 Xã 

		Số hộ tham gia đến kết thúc dự án

		Tổng giá trị tiềm năng nuôi tằm sắn 2 năm (VND)

		Giá trị tiềm năng bình quân thu nhập từ tằm sắn/hộ/năm (VND)



		Dăk Nông

		 Xã Nhân cơ 

		52

		        58,371,250 

		          561,262 



		

		 Xã Dak Rtih 

		40

		        76,984,875 

		          962,311 



		Kon Tum

		 Xã Ngọc Tụ 

		31

		        62,037,921 

		       1,000,612 



		

		 Xã Dăk Trăm 

		62

		        66,654,810 

		          537,539 



		Gia Lai

		 Xã Cửu An 

		26

		        49,178,250 

		          945,736 



		

		 Xã Tú An 

		31

		        19,730,000 

		          318,226 



		

		

		

		

		



		 Tổng 

		

		242

		      332,957,106 

		          687,928 
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Hình 9: Giá trị tiềm năng thu nhập hộ/năm từ các sản phẩm tằm sắn ở 6 xã 

Trên đây là các giá trị bình quân thu nhập từ tằm sắn của hộ dựa vào tổng thu qua số liệu mua bán kén và được chia cho tổng số hộ còn tham gia đến cuối dự án, do đó có tính chính xác chưa cao. Để xác định đúng hơn thu nhập của hộ qua sản xuất tằm sắn, đã rút mẫu và phỏng vấn trực tiếp về kinh tế hộ của các hộ nuôi tằm ở các thôn tham gia dự án, và phân chia làm 2 loại kinh tế nghèo và thoát nghèo. Trong đó thu từ sản xuất tằm sắn được tính toàn bộ gía trị bán kén, dự báo tiềm năng thu được từ bán nhộng và phân tằm, và có trừ đi chi phí giống, xăng xe, khấu hao dụng cụ nuôi tằm khi tính hiệu quả kinh tế.

Bảng 11: Cơ cấu thu nhập hộ (Nghèo và Thóat nghèo) ở các thôn dự án (VND/hộ/năm)

		Tỉnh

		Xã

		Thôn

		Đối tượng

		Vườn hộ

		Cây hàng năm

		Cây công nghiệp

		Lâm nghiệp

		Chăn nuôi

		Nguồn khác

		Tằm sắn

		Tổng thu hộ/năm (VND)

		% thu nhập tằm sắn/thu hộ/năm

		Thu nhập khẩu/tháng (VND)



		Dăk Nông

		Nhân Cơ

		17

		Nghèo

		             -   

		   9,310,000 

		     3,990,000 

		             -   

		    3,300,000 

		     4,800,000 

		        963,000 

		     22,363,000 

		4.3%

		    266,226 



		

		

		

		Thoát nghèo

		  6,912,500 

		 92,285,000 

		    47,875,000 

		             -   

		  29,525,000 

		    10,652,500 

		      1,889,500 

		    189,139,500 

		1.0%

		  2,626,938 



		

		

		12

		Nghèo

		       75,000 

		   2,700,000 

		     5,000,000 

		             -   

		               -   

		     7,000,000 

		      2,455,250 

		     17,230,250 

		14.2%

		    261,064 



		

		

		

		Thoát nghèo

		             -   

		 18,800,000 

		    32,500,000 

		             -   

		               -   

		    29,420,000 

		      1,139,000 

		     81,859,000 

		1.4%

		  2,273,861 



		

		

		Bu Dấp

		Nghèo

		  3,700,000 

		   2,400,000 

		     4,300,000 

		  2,850,000 

		       900,000 

		     4,210,000 

		        621,000 

		     18,981,000 

		3.3%

		    287,591 



		

		

		

		Thoát nghèo

		  1,402,000 

		   5,875,000 

		     7,452,500 

		             -   

		    5,111,250 

		     3,550,000 

		      3,782,750 

		     27,173,500 

		13.9%

		    411,720 



		

		Đăk Rtih

		3

		Nghèo

		  2,722,000 

		   7,974,000 

		     1,376,000 

		     288,000 

		       103,000 

		        953,700 

		        713,200 

		     14,129,900 

		5.0%

		    203,016 



		

		

		

		Thoát nghèo

		  8,644,667 

		 12,938,333 

		    15,820,000 

		             -   

		               -   

		     4,306,000 

		      2,951,333 

		     44,660,333 

		6.6%

		    429,426 



		

		

		Bu dach

		Nghèo

		     308,800 

		   9,408,000 

		        592,000 

		             -   

		        53,400 

		     1,091,800 

		        996,200 

		     12,450,200 

		8.0%

		    108,075 



		

		

		

		Thoát nghèo

		  3,200,000 

		   4,762,500 

		     4,900,000 

		     622,500 

		               -   

		     5,240,000 

		      1,238,000 

		     19,963,000 

		6.2%

		    184,843 



		Kon Tum

		Ngọc Tụ

		Dăk Chờ

		Nghèo

		             -   

		   3,041,000 

		                 -   

		  1,768,500 

		               -   

		                 -   

		        436,000 

		       5,245,500 

		8.3%

		      48,206 



		

		

		

		Thoát nghèo

		             -   

		   8,760,000 

		                 -   

		  1,600,000 

		       700,000 

		     1,800,000 

		        212,000 

		     13,072,000 

		1.6%

		    272,333 



		

		

		Kon Pring

		Nghèo

		  1,143,333 

		   4,188,000 

		        266,667 

		     548,333 

		       333,333 

		        966,667 

		          87,000 

		       7,533,333 

		1.2%

		      78,472 



		

		

		

		Thoát nghèo

		  3,500,000 

		 14,750,000 

		                 -   

		             -   

		       600,000 

		     1,440,000 

		        942,000 

		     21,232,000 

		4.4%

		    176,933 



		

		

		Dăk Nu

		Nghèo

		     300,000 

		   6,121,333 

		                 -   

		     466,667 

		       633,333 

		                 -   

		        269,000 

		       7,790,333 

		3.5%

		      92,742 



		

		

		

		Thoát nghèo

		     144,000 

		 28,740,000 

		                 -   

		             -   

		       750,000 

		     1,500,000 

		        291,000 

		     31,425,000 

		0.9%

		    581,944 



		

		

		Dăk No

		Nghèo

		  1,335,000 

		   3,820,000 

		                 -   

		             -   

		    7,080,000 

		                 -   

		      1,069,000 

		     13,304,000 

		8.0%

		    221,733 



		

		

		

		Thoát nghèo

		  6,000,000 

		 15,320,000 

		                 -   

		             -   

		               -   

		                 -   

		      1,711,000 

		     23,031,000 

		7.4%

		    639,750 



		

		Dăk Trăm

		Te Pheo

		Nghèo

		     100,000 

		   6,300,000 

		                 -   

		             -   

		               -   

		          66,667 

		      1,283,667 

		       7,750,333 

		16.6%

		      88,072 



		

		

		

		Thoát nghèo

		     500,000 

		   6,780,000 

		                 -   

		             -   

		               -   

		    24,300,000 

		          81,000 

		     31,661,000 

		0.3%

		    239,856 



		

		

		Dăk Trăm

		Nghèo

		             -   

		   7,349,000 

		     1,000,000 

		             -   

		        60,000 

		        142,000 

		        494,600 

		       9,045,600 

		5.5%

		    144,962 



		

		

		Te Pen

		Nghèo

		     838,000 

		   5,589,200 

		                 -   

		     350,000 

		               -   

		     3,055,000 

		        378,600 

		     10,210,800 

		3.7%

		    137,242 



		

		

		Dăk Rò

		Nghèo

		     965,000 

		   8,725,000 

		                 -   

		     796,667 

		       250,000 

		        740,000 

		        223,333 

		     11,700,000 

		1.9%

		    142,798 



		Gia Lai

		Cửu An

		An Bình

		Thoát nghèo

		  3,052,143 

		 14,384,286 

		                 -   

		             -   

		    3,360,714 

		    11,325,714 

		      4,608,571 

		     36,731,429 

		12.5%

		    437,279 



		

		

		An Điền Nam

		Nghèo

		     306,667 

		      783,333 

		                 -   

		             -   

		       581,667 

		     1,706,667 

		        116,333 

		       3,494,667 

		3.3%

		      67,205 



		

		

		

		Thóat nghèo

		  1,754,200 

		   6,453,200 

		        102,000 

		       60,000 

		    2,552,500 

		     8,639,000 

		        130,700 

		     19,691,600 

		0.7%

		    349,142 



		

		Tú An

		Pơ Nang

		Nghèo

		             -   

		   1,274,000 

		                 -   

		             -   

		               -   

		                 -   

		         (93,000)

		       1,181,000 

		-7.9%

		      16,403 



		

		

		

		Thóat nghèo

		       11,429 

		 15,870,571 

		                 -   

		             -   

		       428,571 

		     3,250,000 

		        258,857 

		     19,819,429 

		1.3%

		    222,333 





Nguồn: Phỏng vấn kinh tế hộ

Bảng 12: Thu nhập từ nuôi tằm sắn của hộ/năm (Nghèo và Thóat nghèo)

		Tỉnh

		Xã

		Đối tượng

		Tổng thu hộ/năm (VND)

		Thu nhập từ tằm sắn hộ /năm (VND)

		% thu nhập tằm sắn/tổng thu hộ /năm

		Thu nhập khẩu/tháng (VND)



		Dăk Nông

		Nhân Cơ

		Nghèo

		        19,524,750 

		      1,346,417 

		7.3%

		           271,627 



		

		

		Thoát nghèo

		        99,390,667 

		      2,270,417 

		5.4%

		        1,770,839 



		

		Đăk Rtih

		Nghèo

		        13,290,050 

		        854,700 

		6.5%

		           155,545 



		

		

		Thoát nghèo

		        32,311,667 

		      2,094,667 

		6.4%

		           307,134 



		Kon Tum

		Ngọc Tụ

		Nghèo

		          8,468,292 

		        465,250 

		5.2%

		           110,288 



		

		

		Thoát nghèo

		        22,190,000 

		        789,000 

		3.6%

		           417,740 



		

		Dăk Trăm

		Nghèo

		          9,676,683 

		        595,050 

		6.9%

		           128,268 



		

		

		Thoát nghèo

		        31,661,000 

		          81,000 

		0.3%

		           239,856 



		Gia Lai

		Cửu An

		Nghèo

		          3,494,667 

		        116,333 

		3.3%

		             67,205 



		

		

		Thoát nghèo

		        28,211,514 

		      2,369,636 

		6.6%

		           393,210 



		

		Tú An

		Nghèo

		          1,181,000 

		         (93,000)

		-7.9%

		             16,403 



		

		

		Thoát nghèo

		        19,819,429 

		        258,857 

		1.3%

		           222,333 



		

		

		Nghèo

		          9,272,574 

		        547,458 

		3.6%

		           124,890 



		Trung bình

		

		Thoát nghèo

		        38,930,713 

		      1,310,596 

		3.9%

		           558,519 





Nguồn: Phỏng vấn kinh tế hộ

Kết quả cho thấy thu nhập bình quân của hộ từ các sản phẩm tằm sắn (kén cắt và nhộng, phân tằm cũng được tính giá trị, cho dù hiện nay chưa được bán nhiều) ở hộ nghèo là gần 550,000VND/hộ/năm, và ở hộ thoát nghèo khoảng 1,300,000VND/hộ/năm. Tỷ lệ % thu nhập từ tằm sắn so với tổng thu nhập hộ bình quân khoảng 4.0 % ở cả hai nhóm hộ nghèo và thóat nghèo. Thấp nhất ở hộ nghèo thuộc các xã Tú An, Cửu An (Gia Lai), Dăk Trăm (Kon Tum), chỉ đạt 2-3% so với tổng thu nhập hộ. Cao nhất là ở các xã của Dăk Nông và Cửu An của Gia Lai, tổng thu nhập từ tằm sắn gần 2,400,000VND/hộ/năm chiếm tỷ lệ 5-6% thu nhập của hộ. 

Nguồn thu này tuy thấp, tuy nhiên đối với một số hộ dân tộc thiểu số như ở Kon Tum, Dăk Rtih (Dăk Nông) nó cũng góp phần tạo nguồn thu tiền mặt khá nhanh và đáp ứng được thiết kế dự án là tận dụng lao động nhàn rỗi và nguồn lá sắn sẵn có. Nguồn thu này thấp cũng do các yếu tố khác mang lại như sự tham gia của người dân giảm sút do thiếu lao động, lá sắn, so sánh với các lao động khác và lo ngại bị mất kén do bệnh nhiều vào các thời điểm cuối.

Qua kết quả đánh giá này cũng cho thấy hộ thuộc kinh tế thoát nghèo và khá thường làm tốt hơn rất nhiều so với hộ nghèo; điều này cũng là hiễn nhiên vì hộ khá có nhiều nguồn lực, và tiếp cận giáo dục tốt hơn. Do vậy câu hỏi làm thế nào để phát triển kinh tế cho hộ nghèo và đồng bào thiểu số vẫn còn để mở.

Kết quả đánh giá thu nhập kinh tế hộ từ nuôi tằm sắn cho thấy chưa thể đạt 450 – 500USD/hộ/năm từ nuôi tằm, sản xuất lụa như dự kiến ban đầu của dự án, đối với thôn xã đạt sản lượng nhất thì thu nhập hộ từ các sản phẩm tằm cũng chỉ  tối đa là 170USD/hộ/năm.
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Hình 10: Thu nhập từ tằm sắn của hộ nghèo và thoát nghèo so với tổng thu của hộ/năm
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Hình 11: % Thu nhập từ tằm sắn của hộ nghèo và thoát nghèo so với tổng thu 

Với thu nhập từ kén cắt là không cao, do vậy để phát triển được nuôi tằm sắn các đề nghị được đưa ra là:


· Phát triển kỹ thuật để nuôi cho tằm tạo kén có chất lượng cao hơn chú ý giống, chăm sóc, thức ăn và nuôi tằm hợp vệ sinh. 


· Tạo sản phẩm sợi, dệt, may để bán có thu nhập cao hơn (Đăk Nông, Kon Tum). 


· Tổ chức hợp lý hơn giữa nuôi tằm và kéo sợi, dệt tạo sản phẩm. Có thể chia tổ chuyên trách phù hợp với kinh nghiệm và khả năng của các hộ tham gia (Đăk Nông, Gia Lai) 

· Tìm thị trường cho các sản phẩm khác như nhộng, phân tằm, sợi, hàng thủ công từ tơ lụa của tằm sắn. 

4.3.3 Thị trường các sản phẩm tằm sắn

Thiết kế dự án không chỉ sản xuất mà còn liên kết địa phương, người dân với thị trường kén, sợi, tơ tằm trong và ngoài nước. Thực tế thực hiện, dự án đã liên kết với công ty Thái Hà để thu mua kén cho dân. Ngoài ra dự án cũng đã tổ chức cho dân tham quan và cung cấp thông tin phong phú và có nhu cầu cao về các sản phảm kén, tơ lụa. Đây là một tiền đề tốt để phát triển nuôi tằm và bảo đảm được đầu ra.

Tuy nhiên do sản lượng kén cắt ít, không đủ chi phí vận chuyển, nên các công ty thu mua không đến tận nơi được mà phải gửi đến họ. Ngoài ra việc phân loại kén để bán với giá khác nhau cũng gây trở ngại, nếu phải phân loại lại thì sẽ mất nhiều thời gian, hoặc nể nang mua sẽ bị lỗ. Ngoài ra các sản phẩm như nhộng, phân tằm chưa xác định được thị trường rõ ràng, trong khi nó là một tiềm năng thu nhập không thua gì kén cắt.

Qua tính toán cho thấy nếu chỉ dừng lại sản xuất kén cắt thì chưa thực sự tạo ra động lực phát triển lâu dài, vì giá cả và nguồn thu không cao, trong khi đó nếu tạo được các sản phẩm như sợi, dệt may thì giá trị sẽ nâng lên cao hơn nhiều. Nhưng thực tế người dân chưa rõ thông tin thị trường về các sản phẩm sợi, dệt nên khó có quyết định cho hộ gia đình mình.

Vì vậy đã có những đề xuất từ các tỉnh, người dân như là:


· Khảo sát tìm kiếm thị trường tin cậy, có giá cả hợp lý. Cần thiết có bộ phận tiếp thị, thị trường (Kon Tum) để chủ động về thị trường. Cần hỗ trợ việc tổ chức thu mua sản phẩm tại địa phương cho dân khi dự án kết thúc. Cần đưa thông tin thị trường  đến dân rõ ràng.

· Nên phát triển các công đoạn kéo sợi, dệt, may các sản phẩm đơn giản, pha màu theo truyền thống để có được các sản phẩm mang tính đặc thù của Tây Nguyên và liên kết với các tổ chức, cửa hàng du lịch,... (Kon Tum). Tỉnh, huyện hỗ trợ liên hệ và giới thiệu thị trường đến cho xã, xã sẽ làm hợp đồng mua bán sản phẩm và thu mua cho dân.

· Cần thiết duy trì ban quản lý dự án xã tại các địa phương để tiếp tục thu mua kén tại xã với quỹ quay vòng vốn của dự án để lại như hiện tại. Duy trì việc nhóm trưởng thu mua kén tận nhà cho các hộ, tiền lãi từ bán kén và quỹ xoay vòng được sử dụng để trả phụ cấp cho người đi thu mua. Có thể khoán việc thu mua cho các nhóm trưởng (Ngọc Tụ, Đăk Trăm – Kon Tum; Cửu An – Gia Lai)

Thị trường và quản lý thu mua, buôn bán sản phẩm là một vấn đề cần quan tâm khi dự án kết thúc, nếu người dân sản xuất nhỏ lẻ thì khả năng tiếp cận với người mua sẽ có khó khăn. Vì vậy quy mô sản xuất là bao nhiêu đủ để bán sản phẩm là vấn đề đặt ra, nó liên quan đến cả tổ chức sản xuất và dịch vụ hỗ trợ tại thôn xã sau này. 

4.4 Tác động về xã hội


Về khái cạnh này, mục tiêu của dự án là hỗ trợ sản xuẩt lụa tơ tằm ăn lá sắn để giảm nghèo một cách bền vững cho người nghèo và người dân tộc thiểu số chịu nhiều thiệt thòi ở Tây Nguyên có nhiều rừng; hỗ trợ phát triển cơ sở hạ tầng thiết yếu cho sản xuất và tiếp thị lụa tơ tằm ăn lá sắn ở vùng nghèo và hẻo lánh; cải thiện chất lượng cuộc sống; và phát triển các phương cách để tạo dựng các sinh kế bền vững có thể nhân rộng được cho dự án vốn vay liên quan.


Điểm mạnh, kết quả đạt được:

Kết quả thảo luận với nông hộ, cán bộ xã, tỉnh và khảo sát thực tế cho thấy tác động về mặt xã hội có thể nhận ra là một công nghệ mới, ngắn ngày, không đầu tư cao đã được giới thiệu trong các vùng khó khăn, mở ra cơ hội đa dạng sinh kế cho người nghèo, tận dụng nguồn lực tại chổ. Đây là điểm đạt được của dự án trong hơn 2 năm cố gắng. Ngoài ra thông qua quá trình thực hiện đã đóng góp vào việc nâng cao năng lực cho cán bộ xã về quản lý, kỹ thuật, kinh tế; người dân bắt đầu hình thành các tổ hợp tác, đặc biệt là phụ nữ trong phát triển kỹ thuật, quản lý thu mua sản phẩm. Ngoài ra việc xây dựng 3 trung tâm tằm sắn ở 3 tỉnh, được trang bị khá đầy đủ các dụng cụ phương tiện nuôi tằm, kéo sợi, nhuộm, dệt ở đã tạo điều kiện cho người dân học tập, chia sẻ kinh nghiệm; thúc đẩy hình thành các hợp tác tổ chức sản xuất trong tương lai. Cụ thể là:

· Tạo  ra cơ hội cho người dân nghèo, dân tộc thiểu số tiếp cận kỹ thuật mới, và đa dạng sinh kế: Tận dụng được lao động nhàn rỗi vào mùa mưa, người già, trẻ em vào mùa hè. Cải thiện được chất lượng bữa ăn nhờ Nhộng, bổ sung thêm một phần thu nhập giúp chi các khoản nhỏ trong gia đình. Phụ nữ được biết thêm nghề may, con cái thích và muốn học nghề (Kon Tum, Gia Lai). Sử dụng phân tằm để bón cho cây, cho cá ăn. Năm 2006, trường tiểu học Đăk Chờ (Ngọc Tụ) học sinh tổ chức nuôi tằm dưới sự hỗ trợ của phụ huynh và cô giáo để lấy quỹ. Con cái xin tự lấy lá nuôi tằm để lấy tiền mua sách vở, quần áo (Đăk Chờ, Kon Tum;  An Điền, Gia Lai). Phụ nữ M'Nông, Banar có kinh nghiệm và thích làm  các việc kéo sợi, nhuộm, dệt. Dệt theo hướng dẫn của dự án, người trẻ thích làm vì dễ dàng.

· Xây dựng trung tâm tằm sắn: Là nơi triển khai các khóa tập huấn kỹ thuật cho dân địa phương, trao đổi thông tin. Nơi giữ các dụng cụ thiết bị hỗ trợ từ dự án cho địa phương như máy dệt, máy may, dụng cụ nhuộm, kéo sợi,… Nơi dự án thu mua và tập trung sản phẩm kén của dân. Thông qua dự án đã hỗ trợ ban đầu để người dân phát triển nuôi tằm sắn như cung cấp trứng tằm, nong nia, dụng cụ các loại, máy móc kéo sợi, may, dệt…

Hạn chế và nguyên nhân:


Về tiếp cận xã hội cũng cho thấy những thử thách và hạn chế sau:


· Tập quán của người thiểu số: Vấn đề xã hội cần quan tâm khi chuyển giao công nghệ mới cho nông dân nghèo, và đặc biệt là người thiểu số với những đặc trưng riêng về văn hóa, tập quán sinh hoạt. Nuôi tằm sắn đòi hỏi phải tỉ mỉ, cần cù; đồng thời nó cũng đòi hỏi có lao động hoặc người chăm sóc trong cả ngày; điều này đôi khi chưa phù hợp với các sinh hoạt của đồng bào thiểu số. Do người dân khó điều chỉnh cho phù hợp với yêu cầu chăm sóc tằm nên đã thất bại một số thôn (như ở xã Tú An – Gia Lai). Nuôi nhiều ảnh hưởng đến thời gian làm các việc khác. Một số nơi bà con dân tộc thiểu số đi làm cả ngày ở rẫy nên không cho tằm ăn đúng giờ, đúng bữa, sợ con tằm,... dẫn đến thất bại (Gia Lai). Giai đoạn tằm ăn rỗi (tuổi 3, 4) đòi hỏi thời gian chăm sóc liên tục, ảnh hưởng đến lao động của hộ cho các việc khác.

· Quản lý trung tâm tằm sắn: Chưa rõ cách thức chuyển giao trung tâm khi kết thúc dự án nên một số tài sản do cá nhân quản lý và giữ ở nhà. Đây là vấn đề mà các UBND xã cần có kế hoạch và cách thức cụ thể để có thể sử dụng có hiệu quả và đúng mục đích khi dự án kết thúc.

· Hạn chế về thời gian để chuyển giao đầy đủ công nghệ sản xuất tơ lụa, hàng hóa:  Thời gian triển khai dự án còn ít, không đủ để triển khai tạo ra sản phẩm có hiệu quả kinh tế hơn như sợi, sản phẩm dệt, may,…  Khó khăn trong hỗ trợ duy trì nghề truyền thống như kéo sợi, dệt vải,... (Đăk Nông, Gia Lai).


· Canh tranh cơ hội thu nhập giữa nuôi tằm sắn với các họat động khác ở một số địa phương: Một số xã có nhiều cơ hội việc làm thêm, nhiều nguồn thu nhập khác như sản xuất cây công nghiệp, nên người dân ít quan tâm đến tằm sắn (Cửu An, Gia Lai; Nhân Cơ, Dăk Nông)

Đề xuất:

Rà sóat lại các thôn xã tham gia dự án để quyết định vùng phát triển thích hợp, đi với nó là giải pháp tổ chức quản lý, xã hội thích ứng từng địa phương, bao gồm:


· Duy trì và phát triển trung tâm tằm sắn: Nên tiếp tục duy trì hoạt động của trung tâm tằm sắn bằng cách thông qua các hình thức hợp tác xã nông nghiệp, dịch vụ,… (Đăk Nông). Mỗi địa phương cần có cơ chế quản lý trung tâm rõ ràng để tiếp tục duy trì và phát triển, tránh lãng phí và sử dụng cơ sở vật chất không hợp lý khi dự án kết thúc. Tạo nơi sinh hoạt trao đổi kỹ thuật, cung cấp giống tằm, thu mua kén và sản phẩm,... cho dân khi có nhu cầu nuôi liên tục (Ngọc Tụ, Tú An). 

· Nguồn kinh phí: Kết hợp với nguồn ngân sách ở địa phương để phát triển sản xuất và ngành nghề (Dăk Nông).

· Tổ chức quản lý ở cơ sở: Cần có cán bộ chuyên trách ở tại trung tâm để hỗ trợ người dân. Tiếp tục duy trì hoạt động của các nhóm trưởng để phát triển việc nuôi tằm ở địa phương (Kon Tum). Tổ chức quản lý "vốn quay vòng" và các trang thiết bị của dự án kể cả trung tâm ở xã để tiếp tục phục vụ nuôi tằm (Kon Tum).

· Tổ chức phát triển ngành nghề thích hợp với từng điều kiện cụ thể: Phát triển các công đoạn kéo sợi, nhuộm, dệt,…phù hợp với tập quán, kinh nghiệm truyền thống của các thôn để tận dụng lao động và có sản phẩm bán với giá cao hơn. Tổ chức sản xuất theo nhóm sở thích, chú ý đối tượng nghèo, tùy theo điều kiện và kinh nghiệm của từng địa phương: Nhóm nuôi tằm, nhóm kéo sợi, nhuộm, dệt (Nhân Cơ, Đăk R'Tih tỉnh Dăk Nông; Cửu An, Tú An tỉnh Gia Lai).

4.5 Tác động về môi trường


Vấn đề liên quan đến môi trường trong phạm vi dự án bao gồm:


· Sản xuất tằm sắn và vấn đề sử dụng đất bền vững: 

Về cây sắn, dự án cũng đã có những hỗ trợ ban đầu để thâm canh, tuy nhiên chưa được chú trọng, việc phá rừng lấy đất trồng sắn ít diễn ra; tuy nhiên hiện tượng xấu đất sau nhiều năm độc canh liên tục là vấn đề đáng quan tâm như ở Kon Tum. Diện tích trồng sắn giảm do năng suất củ, lá ít khi trồng liên tục do thoái hóa đất. Diện tích trồng sắn thu hẹp, đất bạc màu, đồng thời giá sắn cao, người dân có xu hướng phá rừng để trồng sắn (các thôn thuộc xã Đăk Trăm, Kon Tum)


Vì vậy khi phát triển nuôi tằm sắn, việc thiếu lá sắn nuôi tằm vào mùa khô là phổ biến ở mọi nơi, đồng thời do giá sắn cao người dân thường bán sắn một năm nên dễ thiếu thức ăn cho tằm (Kon Tum), cùng với nó là cự ly đi lấy lá sắn ở rẫy của người dân M'nông (Đăk Nông), Bah Nar (Gia Lai)  thường xa (5-10km) nên khó khăn, dân không muốn nuôi tằm. Ý tưởng giâm hom sắn và trồng thầu dầu ở vườn khó thực hiện vì vườn hộ có diện tích nhỏ (Nhân Cơ, Đăk R'lấp). Trong khi đó lá sắn cao sản ít nên không đủ để nuôi tằm, dân ở thôn Pơ Nang xã Tú An, Gia Lai cho biết có hộ có 0.5 - 1 ha sắn cao sản vẫn không đủ lá nuôi một hộp trứng tằm. 

Do đó trong thời gian đến, việc nghiên cứu các loài cây trồng phù hợp, đặc biệt là cây lâm nghiệp bản địa để phát triển xen canh và trồng rừng trên đất bị bạc màu do trồng sắn lâu năm, tạo thu nhập cho dân. Phát triển trồng thầu dầu quanh nhà, nghiên cứu trồng thanh thất để tiếp tục duy trì nghề nuôi tằm (Kon Tum)


· Môi trường nuôi tằm và sinh hoạt gia đình:

Một số nơi nhà đồng bào dân tộc thiểu số thường nhỏ, chật và sinh họat chung cả gia đình, do vậy nuôi tằm sắn không đảm bảo vệ sinh và môi trường, nhất là khi tằm bệnh phải dùng thuốc, đã không bảo đảm trong lành cho tằm sinh trưởng cũng như sinh hoạt của gia đình. Một số kiến nghị ở các xã như Nhân Cơ, Tú An, Đăk R’Tih (chủ yếu là đồng bào thiểu số), là nên có nhà riêng để nuôi tằm nhằm vừa bảo đảm môi trường cho tằm và sinh hoạt cho người.  Tùy điều kiện của mỗi hộ, có thể sắp xếp, làm chỗ nuôi riêng đơn giản và có thể nuôi tằm ở rẫy nhằm giảm chi phí đi lại hái lá và đảm bảo môi trường, điều kiện vệ sinh để nuôi tằm đạt năng suất cao hơn (Đăk R'tih, Dăk Nông; Ngọc Tụ, Đăk Trăm, Kon Tum).

4.6 Tổng quát đánh giá về tác động kinh tế - xã hội – môi trường

Trên cơ sở các kết quả, thông tin dữ liệu, ý kiến đánh giá, đề xuất của các bên liên quan và người thực hiện dự án, kết hợp với báo cáo nghiên cứu khởi đầu dự án năm 2005; tiến hành tổng hợp, khái quát để so sánh thay đổi, tác động sau 2 năm thực hiện dự án về các mặt. Thực hiện đánh giá tổng quát tác động của dự án trên ba mặt kinh tế, xã hội và môi trường, trong mỗi mặt bao gồm các tiêu chí đánh giá liên quan đến thực hiện dự án.


Mỗi tiêu chí được cho điểm ở hai thời điểm bắt đầu và kết thúc dự án, với thang điểm 5: 1: Rất kém, 2: Kém, 3: Trung bình, 4: Khá, 5: Rất tốt.

Bảng 13: Đánh giá cho điểm các chỉ báo tác động của dự án ở 3 mặt kinh tế - xã hội – môi trường sau 2 năm (2006 – 2008)

		Các khía cạnh bền vững

		Chỉ báo tác động

		Xếp hạng khi bắt đầu dự án
1: Rất kém; 5: Rất tốt

		Xếp hạng sau 2 năm thực hiện dự án
1: Rất kém; 5: Rất tốt



		Kinh tế

		Sản phẩm từ tằm sắn

		0.5

		1.5



		

		Cải thiện thu nhập nhờ tằm sắn

		0.5

		1.5



		

		Gắn với thị trường sản phẩm tằm sắn

		0.5

		2



		Xã hội

		Tổ chức quản lý dự án địa phương

		1.5

		2.5



		

		Sự tham gia của hộ nghèo, dân tộc

		1

		2.5



		

		Nâng cao năng lực về kỹ thuật tằm sắn cho hộ nghèo, dân tộc

		0.5

		3.5



		

		Nâng cao năng lực cho cán bộ cấp tỉnh, huyện, xã

		0.5

		1



		

		Quỹ quay vòng vốn

		0.5

		3



		

		Trung tâm tằm sắn

		0.5

		2.5



		Môi trường

		Xói mòn, bạc màu đất trồng sắn

		3

		2.5



		

		Môi trường nuôi tằm trong nhà, bệnh tằm



		4.5

		3.5
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Hình 12: Sơ đồ cho điểm đánh giá tác động  3 mặt  kinh tế - xã hội – môi trường sau 2 năm

Kết quả đánh giá chung trên 3 mặt kinh tế - xã hội – môi trường với 11 chi báo cho thấy:


· Tác động tích cực và có hiệu quả cao: Bao gồm 2 chỉ báo trên đạt trên 3 điểm:i) Nâng cao năng lực, chuyển giao được công nghệ nuôi tằm sắn vào vùng sâu, xa, người nghèo, đồng bào dân tộc thiểu số; ii) Xây dựng quỹ quay vòng vốn và cơ chế hoạt động hỗ trợ cho sản xuất của người nghèo.

· Tác động tích cực tương đối có hiệu quả: Bao gồm 4 chỉ báo có có điểm từ 2 – 3: i) Thu hút sự tham gia của người nghèo, dân tộc, phụ nữ vào một tiến trình học tập, chia sẻ kinh nghiệm để phát triển sinh kế, ii) Xây dựng trung tâm tằm sắn để làm nơi đào tạo, phát triển kỹ thuật tại chổ, iii) Tổ chức quản lý cấp cơ sở, nâng cao năng lực cho người dân địa phương, iv) Gắn sản phẩm tằm sắn được với thị trường và còn có nhiều tiềm năng.

· Tác động tích cực ở mức chưa cao: Bao gồm 3 chỉ báo có điểm 1 – 2: i) Tạo ra một sản phẩm tằm sắn mới cho địa phương, ii) Góp phần cải thiện thu nhập cho hộ (4% thu nhập), iii) Nâng cao năng lực quản lý, hỗ trợ nông dân, cán bộ xã, đoàn thể.

· Tác động có chiều hướng chưa ổn định, bền vững: Bao gồm 2 chỉ báo có điểm giảm đi so với khi bắt đầu dự án: i) Chưa giải quyết được vấn đề thâm canh sắn với nuôi tằm, ii) Môi trừong nuôi tằm và mối quan hê với sinh họat gia đình chưa được nghiên cứu thỏa đáng.

4.7 Mức độ quan tâm, tiếp nhận và khả năng duy trì lan rộng sản xuất tằm sắn của các hộ, địa phương

Vấn đề là sau khi kết thúc dự án thì khả năng duy trì và lan rộng công nghệ tằm sắn và tơ lụa được người dân xác định như thế nào? Một công cụ tự đánh giá sự thay đổi thái độ, hành vi ở giai đoạn kết thúc dự án đã được tiến hành, người dân được hướng dẫn và tự đánh giá thái độ và ứng xử của mình trong thời gian đến như thế nào đối với việc tiếp nhận kỹ thuật sản xuất mới.

Có 97 hộ tham gia dự án tằm sắn ở các thôn làn dự án của 6 xã tham gia tự đánh giá, mỗi người tự xác định cho mình một nấc thang đã đi đến và quyết định của gia đình họ sẽ làm gì khi dự án kết thúc đối với việc nuôi tằm sắn và sản xuất tơ lụa.

Có 7 nấc thang thuộc 3 cấp độ đã được đưa ra để từng hộ lựa chọn. Trong đó:

· Cấp độ 1: Có sự hỗ trợ của dự án,  bao gồm 3 bậc: Biết về tằm sắn, quan tâm và tự tin về kỹ thuật

· Cấp độ 2: Bắt đầu thực hiện chủ động, bao gồm 2 bậc: Chấp nhận, mong muốn áp dung


· Cấp độ 3: Sở hữu, quyết định, bao gồm 2 bậc: Thúc đẩy nhân rộng, phát triển có hệ thống

Cấp độ và cấp bậc càng lên cao thì khả năng áp dụng, phát triển công nghệ mới càng bền vững và có hiệu quả.

Kết quả tự đánh giá của 97 hộ đã được tổng hợp theo các thôn, xã và tổng hợp chung để xác định được tiến bộ đạt được cũng như xu thế sau kết thúc dự án ra sao

Bảng 14: Kết quả số hộ tự đánh giá sự thay đổi hành vi thái độ đối với việc tiếp nhận công nghệ tằm sắn

		Địa phương

		Cấp độ 1: Có hỗ trợ từ dự án

		Cấp độ 2: Bắt đầu thực hiện chủ động

		Cấp độ 3: Sở hữu, quyết định

		Tổng số hộ đánh giá



		Tỉnh

		Xã

		Thôn

		Biết về tằm sắn

		Quan tâm

		Tự tin về kỹ thuật

		Chấp nhận

		Mong muốn áp dụng

		Thúc đẩy nhân rộng

		Phát triển có hệ thống

		



		Dăk Nông

		Nhân Cơ

		Thôn 12, 17, Bu Dấp

		4

		4

		7

		7

		0

		0

		0

		22



		

		Dăk Rtih

		Thôn 2, 3, Bu Dach

		0

		0

		3

		2

		5

		1

		0

		11



		Kon Tum

		Dăk Trăm

		Các thôn

		0

		5

		0

		5

		10

		4

		0

		24



		

		Ngọc Tụ

		Các thôn

		0

		1

		1

		6

		2

		2

		0

		12



		Gia Lai

		Cửu An

		An Bình, An Điền Nam

		1

		5

		14

		0

		0

		0

		0

		20



		

		Tú An

		Pơ Nang

		0

		1

		3

		4

		0

		0

		0

		8



		Tổng số hộ đánh giá

		5

		16

		28

		24

		17

		7

		0

		97





Trên cơ đó tính tỷ lệ % hộ mong muốn ở nấc thang nào sau khi kết thúc dự án và chia thành 3 nhóm: i) Chưa tiếp nhận được kỹ thuật đầy đủ (Bao gồm 2 nấc thang: Biết về tằm sắn và quan tâm), ii)  Tiếp nhận kỹ thuật (Bao gồm 2 nấc thang: Tự tin về kỹ thuật và chấp nhận), iii) Mong muốn áp dụng, nhân rộng (Bao gồm 3 nấc thang: Mong muốn áp dụng, Thúc đẩy nhân rộng và phát triển có hệ thống)

Bảng 15: Kết quả % số hộ tự đánh giá sự thay đổi hành vi thái độ đối với việc tiếp nhận công nghệ tằm sắn

		Địa phương

		Cấp độ 1: Có hỗ trợ từ dự án

		Cấp độ 2: Bắt đầu thực hiện chủ động

		Cấp độ 3: Sở hữu, quyết định



		Tỉnh

		Xã

		Thôn

		Biết về tằm sắn

		Quan tâm

		Tự tin về kỹ thuật

		Chấp nhận

		Mong muốn áp dụng

		Thúc đẩy nhân rộng

		Phát triển có hệ thống



		Dăk Nông

		Nhân Cơ

		Thôn 12, 17, Bu Dấp

		18%

		18%

		32%

		32%

		0%

		0%

		0%



		

		Dăk Rtih

		Thôn 2, 3, 5 (Bu Dach)

		0%

		0%

		27%

		18%

		45%

		9%

		0%



		Kon Tum

		Dăk Trăm

		Các thôn xã Dăk Trăm

		0%

		21%

		0%

		21%

		42%

		17%

		0%



		

		Ngọc Tụ

		Các thôn xã Ngọc Tụ

		0%

		8%

		8%

		50%

		17%

		17%

		0%



		Gia Lai

		Cửu An

		An Bình, An Điền Nam

		5%

		25%

		70%

		0%

		0%

		0%

		0%



		

		Tú An




		Pơ Nang

		0%

		13%

		38%

		50%

		0%

		0%

		0%



		% Trung bình hộ tham gia tằm sắn tự đánh giá

		5%

		16%

		29%

		25%

		18%

		7%

		0%
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Hình 13: Tỷ lệ số hộ thay đổi hành vi thái độ đối với sản xuất tằm sắn sau 2 năm

Kết quả tổng hợp chung cuối cùng cho thấy sự thay đổi thái độ, hành vi của các hộ tham gia dự án tằm sắn như sau:

· Chưa tiếp nhận được kỹ thuật đầy đủ: 21%


· Tiếp nhận được kỹ thuật, tự tin: 54%


· Mong muốn áp dụng và nhân  rộng: 25%


Như vậy đến giai đoạn kết thúc dự án, có 25% số hộ chắc chắn muốn tiếp tục phát triển tằm sắn cho hộ gia đình và thôn làng mình với mong muốn có thêm sinh kế và thu nhập. Có 54% hộ đã tự tin về kỹ thuật nuôi tằm sắn, nhưng chưa chắc chắn là sẽ tiếp tục nuôi nữa hay không, họ còn cần xem xét thêm các điều kiện khác của gia đình cũng như bối cảnh xã hội. Có 21% số hộ tham gia không đầy đủ, chưa tự tin về kỹ thuật cũng như chắc chắc sẽ không mong muốn tham gia vào sản xuất tằm sắn trong thời gian đến.

Cụ thể hơn đến từng thôn xã dự án, kết quả tổng hợp cho thấy có sự phân loại thành hai nhóm: 

· Mong muốn tiếp tục phát triểm tằm sắn và tơ lụa: Bao gồm các thôn thuộc xã Dăk R’Tih (Dăk Nông), Dăk Trăm và Ngọc Tụ (Kon Tum). Đây chủ yếu là các thôn người dân tộc thiểu số nghèo, mong muốn có thêm cơ hội về kinh tế,

· Không mong muốn tiếp tục nuôi tằm sắn: Bao gồm các thôn thuộc xã Nhân Cơ (Dăk Nông), Cửu An và Tú An (Gia Lai). Đây chủ yếu là các thôn khá giả, người kinh, có tiềm năng đất dai, lao động, ngành nghề, .. và thu nhập cao; do vậy thu nhập từ tằm sắn không hấp dẫn được họ.
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Hình 14: Tỷ lệ số hộ thay đổi hành vi thái độ đối sản xuất tằm sắn sau 2 năm ở các thôn, xã dự án

		Cấp độ 1: Có sự hỗ trợ từ dự án

		Cấp độ 2: Bắt đầu tự thực hiện

		Cấp độ 3: Sở hữu, quyết định



		

		Phát triển có hệ thống



		

		Thúc đẩy nhân rộng

		



		



		Mong muốn áp dụng




		

		



		

		Chấp nhận




		

		

		



		

		Tự tin về kỹ thuật




		

		

		

		



		

		Quan tâm

		

		

		

		

		



		Biết về tắm sắn

		

		

		

		

		

		





Hình 15: Bậc thang thay đổi hành vi thái độ đối với phát triển tằm sắn của 6 xã tham gia dự án tại thời điểm kết thúc

5 Kết luận và kiến nghị 


Từ kết quả đánh giá tác động của dự án có sự tham gia của người dân và các bên liên quan, rút ra các kết luận và kiến nghị chính như sau

5.1 Các đóng góp và tác động tích cực của dự án


1. Chuyển giao thành công công nghệ kỹ thuật mới vào cộng đồng nghèo, khó khăn, giúp nâng cao năng lực cho người dân hạn chế về giáo dục trong tiếp cận khoa học kỹ thuật và tìm kiếm giải pháp, cơ hội cải thiện sinh kế.

2. Thu hút được sự tham gia khá đông đảo nông dân nghèo, phụ nữ vào tiến trình tiếp thu kỹ thuật và họat động xã hội, trao đổi chia sẻ học hỏi kinh nghiệm lẫn nhau; đặc biệt là đối với phụ nữ đồng bào dân tộc thiểu số.

3. Đầu tư đúng và cần thiết các cơ sở hạ tầng thiết yếu cho hộ gia đình và xã trong phát triển kỹ thuật nuôi tằm sắn và sản xuất tơ lụa

5.2 Các hạn chế chưa thực hiện được

1. Cách tiếp cận theo nhu cầu của nông dân chưa được thực hiện đầy đủ, thể hiện qua sự suy giảm số hộ tham gia dự án.

2. Mới dừng lại ở sản xuất kén, chưa phát triển được sản xuất tơ lụa, hàng hóa dệt địa phương với lụa tằm sắn.

5.3 Các đề xuất chính cho giai đoạn sau dự án

Để phát huy các kết quả đạt được của dự án cũng như khắc phục các tồn tại, nhưng vấn đề chính sau cần quan tâm:

1. Quy hoạch và có kế hoạch phát triển ngành nghề nuôi tằm sắn, sản xuất tơ lụa ở những địa phương phù hợp. Để làm được điều này cần có đánh giá kinh tế xã hội có sự tham gia để lựa chọn đúng hộ, thôn, xã phù hợp

2. Phát triển có hệ thống việc sản xuất tơ lụa tằm sắn. Việc nuôi tằm và sản xuất tơ lụa cần có tổ chức có tính hệ thống, vì hộ gia đình đơn lẻ không thể làm được do thiếu các điều kiện tiếp cận đầu vào và đầu ra. Phát triển hệ thống phải bao gồm: i) Sự quản lý của bộ máy hành chính địa phương, ii) Hỗ trợ tư vấn về giống, kỹ thuật chăm sóc, phòng bệnh, chế biến, nguyên liệu tằm sắn của khuyến nông lâm cơ sở, iii) Phát triển các tổ hợp tác ngành nghề tơ lụa, dệt, iv) Tiếp thị và tiếp cận thị trường. Để làm được điều này cần tiến hành:

· Thống nhất việc quản lý cơ sở hạ tầng, cách quản lý tiếp theo khi dự án kết thúc ở các cấp tỉnh, huyện và xã

· Tập huấn đầy đủ cho cán bộ hiện trường, khuyến nông lâm về các khâu kỹ thuật


· Tổ chức các thôn sản xuất từng loại hàng hóa thích hợp (kén, sợi, lụa, dệt, ..) theo năng lực, nhu cầu.

· Cấp tỉnh, huyện cần hỗ trợ kênh thị trường tất cả các loại sản phẩm từ tằm sắn cho địa phương và người dân

Phụ lục 1: Danh sách tham gia đánh giá tác động dự án tằm sắn

Tỉnh Đăk Nông


		Stt

		Họ và tên

		Địa phương

		Nam/ Nữ

		Dân tộc

		Chức vụ

		Công việc tham gia

		Ngày tham gia

		Giờ tham gia



		 

		 

		Tỉnh

		Huyện

		Xã

		Thôn/Làng

		 

		 

		 

		 

		 

		 



		1

		Đặng Trung Kiên

		Đăk Nông

		 

		 

		 

		Nam

		Kinh

		Điều phối viên dự án cấp tỉnh

		Phỏng vấn cá  nhân

		29/02/2008

		9 - 10h30



		2

		Trần Đình Hóa

		Đăk Nông

		 

		 

		 

		Nam

		Kinh

		Phó ban quản lý dự án cấp tỉnh

		Phỏng vấn cá  nhân

		29/02/2008

		9 - 10h30



		3

		Lâm Văn Hy

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		 

		Nam

		Kinh

		Chủ tịch xã 

		Phỏng vấn cá  nhân

		29/02/2008

		10h30 - 11h30



		4

		Trần Văn Thành

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 17

		Nam

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		5

		Phạm Thanh Tại

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 17

		Nam

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		6

		Hoàng Văn Thìn

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 17

		Nam

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		7

		Trần Bá Duy

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 17

		Nam

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		8

		Hoàng Văn Thanh

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 17

		Nam

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		9

		Vũ Thành Đoan

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 4

		Nam

		Kinh

		Chủ tịch hội nông dân xã

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		10

		Nguyễn Thị Thơ

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 12

		Nữ

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		11

		Bùi Thị Thu Huyền

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 12

		Nữ

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		12

		Trần Phương Hoa

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Thôn 12

		Nữ

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		13

		Nguyễn Thị Cư

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nữ

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		14

		Thị Bẹt

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nữ

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008 & 01/03/2008

		13h30 - 17h00 & 8h00 - 11h00



		15

		Điểu Dinh

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008 & 01/03/2008

		13h30 - 17h00 & 8h00 - 11h00



		16

		Điểu Côk

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008 & 01/03/2008

		13h30 - 17h00 & 8h00 - 11h00



		17

		Điểu Xố

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008 & 01/03/2008

		13h30 - 17h00 & 8h00 - 11h00



		18

		Điểu S'Gim

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		19

		Lê Thị Nhuân

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nữ

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		20

		Thị Pjum

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nữ

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008 & 01/03/2008

		13h30 - 17h00 & 8h00 - 11h00



		21

		H' Bé

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nữ

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		22

		Thị Hồng

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nữ

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		23

		Điểu Tơi

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008 & 01/03/2008

		13h30 - 17h00 & 8h00 - 11h00



		24

		Điểu Trơh

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Trưởng thôn

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008 & 01/03/2008

		13h30 - 17h00 & 8h00 - 11h00



		25

		Thị Y Rế

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		29/02/2008

		13h30 - 17h00



		26

		Lê Đức Kỳ

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		Kinh

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		1/3/2008

		8h00 - 11h00



		27

		Điểu Cơ

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		1/3/2008

		8h00 - 11h00



		28

		Nguyễn Thị Dần

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nữ

		Kinh

		Nông dân

		Phỏng vấn kinh tế hộ

		1/3/2008

		8h00 - 11h00



		29

		Thị Dẻ

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nữ

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		1/3/2008

		8h00 - 11h00



		30

		Điểu Sron

		Đăk Nông

		Đăk R'Lấp

		Nhân Cơ

		Bon Bu Dấp

		Nam

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		1/3/2008

		8h00 - 11h00



		31

		Điểu M,Lế

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn4

		Nam

		M'Nông

		PCT xã (Trưởng BQLDA xã)

		Thảo Luận nhóm

		1/3/2008

		13h30 - 17h30



		32

		Điểu Nơi

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		PCT hội người cao tuổi xã (

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		33

		Điểu Lơih

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Tổ trương nuôi tằm

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		34

		Điểu Klơh

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		35

		Điểu Nhưng

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Phó thôn

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		36

		Thị Pôih

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nữ

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		37

		Điểu Wê

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		38

		Điểu Kru Canh

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		39

		Điểu Smi

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Phỏng vấn cá nhân

		02/-3/2008

		9h30 - 12h30



		40

		Điểu Nbi

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Phỏng vấn cá nhân

		02/-3/2008

		9h30 - 12h30



		41

		Thị Grốt

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nữ

		M'Nông

		Nông dân

		Phỏng vấn cá nhân

		02/-3/2008

		9h30 - 12h30



		42

		Điểu Nđang

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Phỏng vấn cá nhân

		02/-3/2008

		9h30 - 12h30



		43

		Điểu M'Bớt

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Phỏng vấn cá nhân

		02/-3/2008

		9h30 - 12h30



		44

		Điểu Chreo

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Phỏng vấn cá nhân

		02/-3/2008

		9h30 - 12h30



		45

		Điểu Klong

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nam

		M'Nông

		Nông dân

		Phỏng vấn cá nhân

		02/-3/2008

		9h30 - 12h30



		46

		Thị Bơn

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn3

		Nữ

		M'Nông

		Nông dân

		Phỏng vấn cá nhân

		02/-3/2008

		9h30 - 12h30



		47

		Thị Chên

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Thôn 2

		Nữ

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		48

		Điểu Khanh

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Bon Bu Dách

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		49

		Điêu NKêu

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Bon Bu Dách

		Nam

		M'Nông

		Nông dân

		Thảo Luận nhóm + Phỏng vấn kinh tế hộ

		01&02/03/2008

		13h30 - 17h30 & 9h30 - 12h30



		50

		Điểu Brin

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Bon Bu Dách

		Nam

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		02/03/2008

		9h30 - 12h30



		51

		Điểu Chớ

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Bon Bu Dách

		Nam

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		02/03/2008

		9h30 - 12h30



		52

		Điêu Tri

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Bon Bu Dách

		Nam

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		02/03/2008

		9h30 - 12h30



		53

		Điểu Pơk

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Bon Bu Dách

		Nam

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		02/03/2008

		9h30 - 12h30



		54

		Điểu Nganh

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Bon Bu Dách

		Nam

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		02/03/2008

		9h30 - 12h30



		55

		Điểu Dol

		Đăk Nông

		Tuy Đức

		Đăk R'Tih

		Bon Bu Dách

		Nam

		M'Nông

		Nông dân

		Phỏng vấn kinh tế hộ

		02/03/2008

		9h30 - 12h30



		 

		 

		 

		 

		 

		 

		 

		 

		 

		 

		 

		 





Tỉnh Kon Tum


		Stt

		Họ và tên

		Địa phương

		Nam/ Nữ

		Dân tộc

		Chức vụ

		Công việc tham gia

		Ngày tham gia

		Giờ tham gia



		 

		 

		Tỉnh

		Huyện

		Xã

		Thôn/Làng

		 

		 

		 

		 

		 

		 



		1

		Hồ Thị Quý Phi

		Kom Tum

		 

		 

		 

		Nữ

		Kinh

		BQLDA tỉnh

		Phỏng vấn cá  nhân

		3/3/2008

		10h00 - 11h30



		2

		Lương Đăng Vũ

		Kom Tum

		 

		 

		 

		Nam

		Kinh

		Chuyên viên

		Phỏng vấn cá  nhân

		3/3/2008

		10h00 - 11h30



		3

		A Lên

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		 

		Nữ

		Xê Đăng

		CT Hội Nông dân xã

		Phỏng vấn nhóm nông dân

		3/3/2008

		13h30 - 17h00



		4

		Phùng Thị Bàu

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		 

		Nữ

		Nùng

		Ban phát triển xã

		Phỏng vấn nhóm nông dân

		3/3/2008

		13h30 - 17h00



		5

		Nguyễn Thị Miền

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		 

		Nữ

		Kinh

		Ban phát triển xã

		Phỏng vấn nhóm nông dân

		3/3/2008

		13h30 - 17h00



		6

		A Thun

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Nu

		Nữ

		Xê Đăng

		Nông dân

		Phỏng vấn nhóm nông dân

		3/3/2008

		13h30 - 17h00



		7

		Y Sương

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Nu

		Nữ

		Xê Đăng

		Nông dân

		Phỏng vấn nhóm nông dân+Phỏng vấn kinh tế hộ

		3/3/2008 & 04/03/2008

		13h30 - 17h00 & 8h00 - 11h30



		8

		Y Hiền

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Nu

		Nữ

		Xê Đăng

		Nông dân

		Phỏng vấn nhóm nông dân+Phỏng vấn kinh tế hộ

		3/3/2008 & 04/03/2008

		13h30 - 17h00 & 8h00 - 11h30



		9

		A Lem

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Nu

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		10

		A Ri

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Nu

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		11

		A Phong C

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Nu

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		12

		A Hiếu 

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Chờ

		Nữ

		Xê Đăng

		Nông dân

		Phỏng vấn nhóm nông dân

		3/3/2008

		13h30 - 17h00



		13

		A Thiu

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Chờ

		Nữ

		Xê Đăng

		Nông dân

		Phỏng vấn nhóm nông dân

		3/3/2008

		13h30 - 17h00



		14

		A Ing

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Chờ

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		15

		A Huy

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Chờ

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		16

		A Điệp

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk Chờ

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		17

		Hoàng Thị Nhị

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk No

		Nữ

		Nùng

		Nông dân

		Phỏng vấn nhóm nông dân+Phỏng vấn kinh tế hộ

		3/3/2008 & 04/03/2008

		13h30 - 17h00 & 8h00 - 11h30



		18

		Hứa Thị Hợi

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Đăk No

		Nữ

		Nùng

		Nông dân

		Phỏng vấn nhóm nông dân+Phỏng vấn kinh tế hộ

		3/3/2008 & 04/03/2008

		13h30 - 17h00 & 8h00 - 11h30



		19

		Y Hoa

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Kon Pring

		Nữ

		Xê Đăng

		Nông dân

		Phỏng vấn nhóm nông dân+Phỏng vấn kinh tế hộ

		3/3/2008 & 04/03/2008

		13h30 - 17h00 & 8h00 - 11h30



		20

		Y Hẹn

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Kon Pring

		Nữ

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		21

		A Hoàng

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Kon Pring

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		22

		A Thiểu

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Kon Pring

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		23

		A Hvem

		Kom Tum

		Đăk Tô

		Ngọc Tụ

		Kon Pring

		Nam

		Xê Đăng

		Nông dân

		Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30



		24

		A Tuấn

		Kom Tum

		Đăk Tô

		Đăk Trăm

		 

		Nam

		Xê Đăng

		Chủ tịch xã

		Phỏng vấn cá nhân

		3/3/2008

		13h30 - 17h00



		25

		Nguyễn Thị Hoài Phương

		Kom Tum

		Đăk Tô

		Đăk Trăm

		 

		Nữ

		Kinh

		Ban phát triển xã

		Phỏng ván nhóm hộ & Phóng vấn ban phát triển xã

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		26

		A Bình

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nam

		Xê Đăng

		Ban phát triển xã

		Phỏng ván nhóm hộ & Phóng vấn ban phát triển xã

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		27

		Y Bi

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		28

		Y Déo

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		29

		Y Dé

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		30

		Y Vương

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		31

		Y Phít

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		32

		Y Thương

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		33

		Y Theo

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		34

		Y Banh

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		35

		Y Dăm

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		36

		Y Diêm

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		37

		Y Per

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pheo

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		38

		Y Dung

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pen

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		39

		Y Trinh

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pen

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		40

		Y Hà

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Tê Pen

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		41

		A Leang

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Mong

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		42

		A Hănh

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Mong

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		43

		A Việt

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Mong

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		44

		Y Der

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Mong

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		45

		Y Chin

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Mong

		Nữ

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		46

		A Pía

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Mong

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		47

		A Hiền

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk RơZa

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		48

		A Ngực

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk RơZa

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		49

		A Đun

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Rò

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		50

		A Đer

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Rò

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00



		51

		A Đa

		Kom Tum

		Đăk Tô

		Đăk Trăm

		Đăk Rò

		Nam

		Xê Đăng

		Nông dân

		Phỏng ván nhóm hộ & Phỏng vấn kinh tế hộ

		4/3/2008

		8h00 - 11h30 & 13h30 - 17h00





Tỉnh Gia Lai

		Stt

		Họ và tên

		Địa phương

		Nam/ Nữ

		Dân tộc

		Chức vụ

		Công việc tham gia

		Ngày tham gia

		Giờ tham gia



		 

		 

		Tỉnh

		Huyện

		Xã

		Thôn/Làng

		 

		 

		 

		 

		 

		 



		1

		Nghiêm Viết Hùng

		Gia Lai

		 

		 

		 

		Nam

		Kinh

		Điều phối viên dự án

		Phỏng vấn cá nhân

		5/3/2008

		9h00 - 10h30



		2

		Nguyễn Đức Tiệm

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nam

		 

		PCT xã 

		Phỏng vấn cá nhân

		5/3/2008

		13h30 - 15h00



		3

		Trần Thị Hải

		Gia Lai

		An Khê

		Cửu An

		An Bình

		Nữ

		Kinh

		Tổ trưởng nuôi tằm

		Phỏng vấn nhóm hộ & Kinh tế hộ

		5/03/2008 & 06/3/2008

		15h00 - 17h30 & 8h00 - 11h00



		4

		Trương Thị Thanh Thúy

		Gia Lai

		An Khê

		Cửu An

		An Bình

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		5/03/2008 & 06/3/2008

		15h00 - 17h30 & 8h00 - 11h00



		5

		Trần Thị Sa

		Gia Lai

		An Khê

		Cửu An

		An Bình

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		5/03/2008 & 06/3/2008

		15h00 - 17h30 & 8h00 - 11h00



		6

		Nguyễn Thị Hoa

		Gia Lai

		An Khê

		Cửu An

		An Bình

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		5/03/2008 & 06/3/2008

		15h00 - 17h30 & 8h00 - 11h00



		7

		Nguyễn Thị Phê

		Gia Lai

		An Khê

		Cửu An

		An Bình

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		5/03/2008 & 06/3/2008

		15h00 - 17h30 & 8h00 - 11h00



		8

		Nguyễn Thị Tốt

		Gia Lai

		An Khê

		Cửu An

		An Bình

		Nữ

		Kinh

		Tổ trưởng nuôi tằm

		Phỏng vấn nhóm hộ & Kinh tế hộ

		5/03/2008 & 06/3/2008

		15h00 - 17h30 & 8h00 - 11h00



		9

		Võ Thị Ánh

		Gia Lai

		An Khê

		Cửu An

		An Bình

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		5/03/2008 & 06/3/2008

		15h00 - 17h30 & 8h00 - 11h00



		10

		Đinh Thị Đào

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		11

		Đặng thị Mỹ Luyện

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		12

		Nguyễn Thị Anh

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		13

		Phạm Thị Thì

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		14

		Nguyễn Thị Kim Anh

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		15

		Nguyễn Thị Lên

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Tổ trưởng nuôi tằm

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		16

		Trương Thị Hoa

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Tổ trưởng nuôi tằm

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		17

		Nguyễn Thị Hạnh

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		18

		Nguyễn Thị Bộn

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		19

		Nguyễn Thị Thắm

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		20

		Hồ Thanh Sang

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nam

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		21

		Nguyễn Văn Xuân

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nam

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		22

		Lê Thị Gùi

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		23

		Nguyễn Thị Bốn

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		24

		Trần Thị Dung

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		25

		Nguyễn Thị Hạnh

		Gia Lai

		An Khê

		Cửu An

		An Điên Nam

		Nữ

		Kinh

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		13h30 - 17h00



		26

		Lê Hoàng Nhân

		Gia Lai

		An Khê

		Tú An

		 

		Nam

		Kinh

		P. Chủ tịch xã

		Phỏng vấn cá nhân

		05/3/2008

		13h30 - 15h00



		27

		Đinh Thị Chơn

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		28

		Đinh Thị Tươi

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		29

		Định Thị Lý

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		30

		Đinh Thị Lao

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		31

		Đinh Mối

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Thôn trưởng

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		32

		Đinh Thi Día

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		33

		Đinh Thị The

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		34

		Đinh Thị Dé

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Nông dân

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		35

		Đinh Thị Bích

		Gia Lai

		An Khê

		Tú An

		Pơ Nang

		Nữ

		Ba Na

		Tổ trưởng nuôi tằm

		Phỏng vấn nhóm hộ & Kinh tế hộ

		 06/3/2008

		8h00 - 11h30



		 

		 

		 

		 

		 

		 

		 

		 

		 

		 

		 

		 





Phụ lục 2: Lịch trình đánh giá tác động dự án Tằm Sắn 3 tỉnh Tây nguyên


Cơ quan đánh giá: Nhóm tư vấn Đại học Tây Nguyên, PGS.TS. Bảo Huy trưởng nhóm

		Ngày

		Thời gian

		Địa điểm

		Tham gia

		Đoàn đánh giá



		Tỉnh Đăk Nông

		



		29/2

		9:00 – 10:00

		Sở NN & PTNT Dăk Nông




		Lãnh đạo ban quản lý dự án tỉnh và Đặng Trung Kiên

		Toàn đoàn



		

		10:30 – 11:30

		UBND xã Nhân Cơ

		Ban quản lý dự án xã: Nguyễn Thị Vinh

		Nt



		

		13:30 – 17:00

		Thôn Bu Dấp, thôn 17, 4, 12 (Tập trung ở thôn Bu Dấp)

		Đại diện 10 hộ tham gia dự án (1/2 là nữ) của thôn Bu Đáp


Đại diện 7 hộ tham gia dự án (1/2 là nữ) của thôn 17

		Nt



		1/3

		8:00 – 11:30

		Nt

		nt

		Nt



		

		13:30 – 14:30

		UBND xã Đăk Rtih




		Ban quản lý dự án xã: Điểu Nơi

		Nt



		

		15:00 – 17:00

		Thôn Bu Dach và 2, 3

		Đại diện 15 hộ tham gia dự án (1/3 là nữ)

		Nt



		2/3

		8:00 – 11:30

		Nt

		Nt

		Nt



		

		13:30 – 17:00

		Nt

		nt

		Nt



		Tỉnh Kon Tum

		



		3/3

		10:00 – 11:30

		Sở NN & PTNT Kon Tum

		Lãnh đạo ban quản lý dự án tỉnh: Hồ Quý Phi

		Toàn đoàn



		

		14:00 – 15:00

		UBND xã Ngoc Tụ

		Ban quản lý dự án xã: A Dung

		Nhóm 1



		

		

		UBND xã Đăk Trăm

		Ban quản lý dự án xã: Anh Tuân - Ctịch xã

		Nhóm 2



		

		15:30 – 17:00

		Thôn Đăk Nu, Dăk No. Dăk Chờ, Kon Pring  (Xã Ngọc Tụ). Tập trung tại thôn Đăk Nu

		Đại diện 10 hộ tham gia dự án (1/2 là nữ) của thôn Đăk Tông


Đại diện 5 hộ tham gia dự án (1/2 là nữ) của thôn Đăk Nu (No)

		Nhóm 1



		

		

		Thôn Ten Pen, Te Pheo và Dăk Mong (xã Đăk Trăm)

		Đại diện 10 hộ tham gia dự án (1/2 là nữ) của thôn Te Phea (Pheo)




		Nhóm 2



		4/3

		8:30 – 11:30


Và chiều từ 13:30 – 15:30

		Thôn Đăk Nu, Dăk No. Dăk Chờ, Kon Pring  (Xã Ngọc Tụ). Tập trung tại thôn Đăk Nu

		Đại diện 10 hộ tham gia dự án (1/2 là nữ) của thôn Đăk Tông


Đại diện 5 hộ tham gia dự án (1/2 là nữ) của thôn Đăk Nu (No)

		Nhóm 1



		

		

		Thôn Ten Pen, Te Pheo và Dăk Mong (xã Đăk Trăm)

		Đại diện 10 hộ tham gia dự án (1/2 là nữ) của thôn Te Phea (Pheo)




		Nhóm 2



		Tỉnh Gia Lai



		5/3

		8:00 – 9:00

		Sở NN & PTNT Gia Lai

		Lãnh đạo ban quản lý dự án tỉnh và Nghiêm Việt Hùng

		Toàn đoàn



		

		13:30 – 14:30

		UBND xã Cửu An

		Ban quản lý dự án xã: Nguyễn Đức Tiệm – P. Ctịch xã

		Nhóm 1



		

		

		UBND xã Tú An

		Ban quản lý dự án xã: Lê Hoàng Nhân – P. Ctịch xã

		Nhóm 2



		

		15:00 – 17:00

		Thôn An Bình (Xã Cửu An)

		Đại diện 15 hộ tham gia dự án (1/2 là nữ) của thôn An Bình




		Nhóm 1



		

		

		Thôn Pơ Nang (Xã Tú An)

		Đại diện 10 hộ tham gia dự án (1/2 là nữ) của thôn Pơ Nang




		Nhóm 2



		6/3

		8:30 – 11:30




		Thôn An Bình (Xã Cửu An)

		Đại diện 15 hộ tham gia dự án (1/2 là nữ) của thôn An Bình




		Nhóm 1



		

		

		Thôn Pơ Nang (Xã Tú An)

		Đại diện 10 hộ tham gia dự án (1/2 là nữ) của thôn Pơ Nang




		Nhóm 2



		

		13:30 – 17:30

		Thôn An Điền Nam (Xã Cửu An)

		Đại diện 15 hộ tham gia dự án (1/2 là nữ) của thôn An Điền Nam




		Nhóm 1



		

		

		Thôn Nhoi, Hòa Bình (Xã Tú An)

		Đại diện 7 hộ tham gia dự án (1/2 là nữ) của thôn Nhoi




		Nhóm 2



		7/3

		8:30 – 11:30

		Thôn An Điền Nam (Xã Cửu An)

		Đại diện 15 hộ tham gia dự án (1/2 là nữ) của thôn An Điền Nam




		Nhóm 1



		

		

		Thôn Nhoi, Hòa Bình (Xã Tú An)

		Đại diện 7 hộ tham gia dự án (1/2 là nữ) của thôn Nhoi




		Nhóm 2



		

		13:30 – 17:30

		Dự phòng





Phụ lục 3: Cơ cấu đất đai của 2 loại kinh tế hộ nghèo – thoát nghèo ở các thôn dự án năm 2007

		

		

		

		

		

		Các chỉ tiêu đất đai (ha)

		

		



		Tỉnh

		Huyện

		Xã

		Thôn

		Đối tượng

		Vườn hộ

		Cây hàng năm

		Cây công nghiệp

		Ao cá

		Tổng (ha)



		Dăk Nông

		Dăk RLấp

		Nhân Cơ

		17

		Nghèo

		0.04

		1.00

		1.80

		0.00

		2.84



		

		

		

		

		Thoát nghèo

		0.63

		2.08

		5.53

		0.10

		8.33



		

		

		

		12

		Nghèo

		0.20

		0.60

		0.45

		0.02

		1.27



		

		

		

		

		Thoát nghèo

		0.50

		4.00

		0.52

		0.00

		5.02



		

		

		

		Bu Dấp

		Nghèo

		0.57

		0.50

		2.10

		0.00

		3.17



		

		

		

		

		Thoát nghèo

		0.43

		0.33

		1.58

		0.15

		2.48



		

		

		Đăk Rtih

		3

		Nghèo

		0.28

		0.59

		2.88

		0.00

		3.76



		

		

		

		

		Thoát nghèo

		0.83

		0.75

		6.11

		0.00

		7.70



		

		

		

		Bu dach

		Nghèo

		0.27

		0.98

		3.52

		0.00

		4.76



		

		

		

		

		Thoát nghèo

		0.35

		0.30

		2.25

		0.00

		2.90



		Kon Tum

		Dăk Tô

		Ngọc Tụ

		Dăk Chờ

		Nghèo

		1.18

		1.58

		0.00

		0.00

		2.76



		

		

		

		

		Thoát nghèo

		0.05

		0.05

		1.00

		0.00

		1.10



		

		

		

		Kon Pring

		Nghèo

		0.12

		1.32

		0.70

		0.00

		2.15



		

		

		

		

		Thoát nghèo

		0.20

		1.10

		0.00

		0.00

		1.30



		

		

		

		Dăk Nu

		Nghèo

		0.08

		0.83

		0.67

		0.00

		1.58



		

		

		

		

		Thoát nghèo

		0.05

		6.58

		1.00

		0.00

		7.63



		

		

		

		Dăk No

		Nghèo

		0.08

		0.50

		0.90

		0.00

		1.48



		

		

		

		

		Thoát nghèo

		2.00

		0.70

		1.00

		0.00

		3.70



		

		

		Dăk Trăm

		Te Pheo

		Nghèo

		0.06

		0.93

		0.33

		0.00

		1.33



		

		

		

		

		Thoát nghèo

		0.24

		2.00

		0.00

		0.00

		2.24



		

		

		

		Dăk Trăm

		Nghèo

		0.03

		1.42

		0.06

		0.00

		1.51



		

		

		

		Te Pen

		Nghèo

		0.07

		0.66

		0.02

		0.00

		0.76



		

		

		

		Dăk Rò

		Nghèo

		0.06

		1.42

		0.00

		0.00

		1.48



		Gia Lai

		An Khê

		Cửu An

		An Bình

		Thoát nghèo

		0.47

		1.70

		0.15

		0.00

		2.32



		

		

		

		An Điền Nam

		Nghèo

		0.07

		0.72

		0.00

		0.00

		0.79



		

		

		

		

		Thóat nghèo

		0.25

		0.76

		0.86

		0.00

		1.87



		

		

		Tú An

		Pơ Nang

		Nghèo

		0.10

		1.20

		0.00

		0.00

		1.30



		

		

		

		

		Thóat nghèo

		0.10

		1.89

		0.00

		0.00

		1.99
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Foreword


vi


Despite the billions of dollars spent on development assistance each year,
there is still very little known about the actual impact of projects on the
poor. There is broad evidence on the benefits of economic growth, invest-
ments in human capital, and the provision of safety nets for the poor. But
for a specific program or project in a given country, is the intervention
producing the intended benefits and what was the overall impact on the
population? Could the program or project be better designed to achieve
the intended outcomes? Are resources being spent efficiently? These are
the types of questions that can only be answered through an impact eval-
uation, an approach that measures the outcomes of a program interven-
tion in isolation of other possible factors. 


Many governments, institutions, and project managers are reluctant to
carry out impact evaluations because they are deemed to be expensive,
time consuming, and technically complex, and because the findings can be
politically sensitive, particularly if they are negative. Many evaluations
have also been criticized because the results come too late, do not answer
the right questions, or were not carried out with sufficient analytical rigor.
A further constraint is often the limited availability and quality of data. 


Yet with proper and early planning, the support of policymakers, and
a relatively small investment compared with overall project cost, a rigor-
ous evaluation can be very powerful in assessing the appropriateness and
effectiveness of programs. Evaluating impact is particularly critical in
developing countries where resources are scarce and every dollar spent
should aim to maximize its impact on poverty reduction. If programs are
poorly designed, do not reach their intended beneficiaries, or are waste-
ful, with the right information they can be redesigned, improved, or elim-
inated if deemed necessary. The knowledge gained from impact evalua-
tion studies will also provide critical input to the appropriate design of
future programs and projects. 


This handbook seeks to provide project managers and policy analysts
with the tools needed for evaluating project impact. It is aimed at read-
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ers with a general knowledge of statistics. For some of the more in-depth
statistical methods discussed, the reader is referred to the technical liter-
ature on the topic. Chapter 1 presents an overview of concepts and meth-
ods, Chapter 2 discusses key steps and related issues to consider in
implementation, Chapter 3 illustrates various analytical techniques
through a case study, and Chapter 4 includes a discussion of lessons
learned from a rich set of “good practice" evaluations of poverty projects
that have been reviewed for this handbook. The case studies, included in
Annex I, were selected from a range of evaluations carried out by the
World Bank, other donor agencies, research institutions, and private
consulting firms. They were chosen for their methodological rigor, in an
attempt to cover a broad mix of country settings, types of projects, and
evaluation methodologies. Also included in the Annexes are samples of
the main components that would be necessary in planning any impact
evaluation—sample terms of reference, a budget, impact indicators, a
log frame, and a matrix of analysis. 


Although the techniques used in impact evaluation are similar across
sectors and population subgroups, the illustrations of methodologies
and case examples in the handbook focus on assessing the impact of pro-
jects targeted to the poor. Poverty impact can include a wide range of
projects and evaluation questions, such as measuring the impact of
microfinance programs on household income, the impact of a training
program on employment, the impact of a school feeding program on stu-
dent attendance, or the impact of the construction of rural roads on
household welfare. 


Regardless of the project type or questions being addressed, the design
of each impact evaluation will be unique, depending on factors such as
the type of data available, local capacity, and timing and budget concerns.
Finally, evaluations that will yield high-quality, credible, and generaliz-
able results for policymakers will require strong financial and political
support; early and careful planning; participation of stakeholders in the
design of the objectives and approach of the study; adequate data; a suit-
able mix of methodologies, including both quantitative and qualitative
techniques; the rigorous application of these techniques; and communi-
cation between team members throughout the process. 


viiFOREWORD


01-Eval-front PCP  5/23/00 5:47 AM  Page vii







vii i


Acknowledgments


The preparation of this book benefited from the invaluable contributions
of a core team. I would like to acknowledge both the written input, and
helpful comments along the way, from the following team members:
Gillette Hall (case studies, lessons learned), Julia Lane (case studies,
lessons learned), Martin Ravallion (analytical methods case study), and
Laura Rawlings (implementation issues, lessons learned); and the work
on impact evaluation carried out by Kene Ezemenari, Gloria Rubio,
Anders Rudqvist, and K. Subbarao. Background research was carried out
by Matthew Fleming and Samir Stewart. The book was jointly supported
by the Latin America and Caribbean Region and the Poverty Reduction
and Economic Management Network of the World Bank under the lead-
ership of Norman Hicks, Guillermo Perry, and Michael Walton. The work
also benefited greatly from the comments received by Omar Arias, Sabina
Alkire, Michael Bamberger, Soniya Carvalho, Wendy Cunningham,
Norman Hicks, Shahidur Khandker, Norbert Schady, and Quentin
Wodon. 


01-Eval-front PCP  5/23/00 5:47 AM  Page viii







Chapter 1


Defining Concepts and Techniques
for Impact Evaluation


A comprehensive evaluation is defined in the literature as an evaluation
that includes monitoring, process evaluation, cost-benefit evaluation, and
impact evaluation. Yet each of these components is distinctly different.
Monitoring will help to assess whether a program is being implemented
as was planned. A program monitoring system enables continuous feed-
back on the status of program implementation, identifying specific prob-
lems as they arise. Process evaluation is concerned with how the program
operates and focuses on problems in service delivery. Cost-benefit or
cost-effectiveness evaluations assess program costs (monetary or non-
monetary), in particular their relation to alternative uses of the same
resources and to the benefits being produced by the program. And final-
ly, impact evaluation is intended to determine more broadly whether the
program had the desired effects on individuals, households, and institu-
tions and whether those effects are attributable to the program interven-
tion. Impact evaluations can also explore unintended consequences,
whether positive or negative, on beneficiaries. Of particular interest for
this handbook is the extent to which project benefits reach the poor and
the impact that these benefits have on their welfare. Some of the ques-
tions addressed in impact evaluation include the following: How did the
project affect the beneficiaries? Were any improvements a direct result of
the project, or would they have improved anyway? Could program
design be modified to improve impact? Were the costs justified?


These questions cannot, however, be simply measured by the outcome
of a project. There may be other factors or events that are correlated with
the outcomes but are not caused by the project. To ensure methodological
rigor, an impact evaluation must estimate the counterfactual, that is, what
would have happened had the project never taken place or what other-
wise would have been true. For example, if a recent graduate of a labor
training program becomes employed, is it a direct result of the program or
would that individual have found work anyway? To determine the coun-
terfactual, it is necessary to net out the effect of the interventions from
other factors—a somewhat complex task. This is accomplished through
the use of comparison or control groups (those who do not participate in
a program or receive benefits), which are subsequently compared with the
treatment group (individuals who do receive the intervention). Control


1
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groups are selected randomly from the same population as the program
participants, whereas the comparison group is more simply the group that
does not receive the program under investigation. Both the comparison
and control groups should resemble the treatment group in every way, the
only difference between groups being program participation. 


Determining the counterfactual is at the core of evaluation design. This
can be accomplished using several methodologies which fall into two
broad categories, experimental designs (randomized), and quasi-experi-
mental designs (nonrandomized). It is, however, quite tricky to net out
the program impact from the counterfactual conditions that can be affect-
ed by history, selection bias, and contamination. Qualitative and partici-
patory methods can also be used to assess impact. These techniques often
provide critical insights into beneficiaries’ perspectives, the value of pro-
grams to beneficiaries, the processes that may have affected outcomes,
and a deeper interpretation of results observed in quantitative analysis.
The strengths and weaknesses of each of these methods are discussed in
more detail below. As the reader will find, no technique is perfect and
thus the evaluator must make decisions about the tradeoffs for each
method chosen. Early and careful planning will, however, provide many
more methodological options in designing the evaluation. 


Experimental Designs


Experimental designs, also known as randomization, are generally con-
sidered the most robust of the evaluation methodologies. By randomly
allocating the intervention among eligible beneficiaries, the assignment
process itself creates comparable treatment and control groups that are
statistically equivalent to one another, given appropriate sample sizes.
This is a very powerful outcome because, in theory, the control groups
generated through random assignment serve as a perfect counterfactual,
free from the troublesome selection bias issues that exist in all evaluations.
The main benefit of this technique is the simplicity in interpreting
results—the program impact on the outcome being evaluated can be mea-
sured by the difference between the means of the samples of the treatment
group and the control group. One example is the Kenya textbooks evalu-
ation in which evaluators selected a random allocation of program sites,
administered a baseline survey, created control groups, and then adminis-
tered the treatment, which in this case was the delivery of textbooks.
Having control and treatment groups then allowed the evaluators to clear-
ly determine the impact of textbooks on student learning.


While experimental designs are considered the optimum approach to
estimating project impact, in practice there are several problems. First,
randomization may be unethical owing to the denial of benefits or ser-
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vices to otherwise eligible members of the population for the purposes of
the study. An extreme example would be the denial of medical treatment
that can turn out to be lifesaving to some members of a population.
Second, it can be politically difficult to provide an intervention to one
group and not another. Third, the scope of the program may mean that
there are no nontreatment groups such as with a project or policy change
that is broad in scope—examples include an adjustment loan or programs
administered at a national level. Fourth, individuals in control groups
may change certain identifying characteristics during the experiment that
could invalidate or contaminate the results. If, for example, people move
in and out of a project area, they may move in and out of the treatment or
control group. Alternatively, people who were denied a program benefit
may seek it through alternative sources, or those being offered a program
may not take up the intervention. Fifth, it may be difficult to ensure that
assignment is truly random. An example of this might be administrators
who exclude high-risk applicants to achieve better results. And finally,
experimental designs can be expensive and time consuming in certain sit-
uations, particularly in the collection of new data. 


With careful planning, some of these problems can be addressed in the
implementation of experimental designs. One way is with the random
selection of beneficiaries. This can be used to provide both a politically
transparent allocation mechanism and the basis of a sound evaluation
design, as budget or information constraints often make it impossible to
accurately identify and reach the most eligible beneficiaries. A second
way is bringing control groups into the program at a later stage once the
evaluation has been designed and initiated. In this technique, the random
selection determines when the eligible beneficiary receives the program,
not if they receive it. This was done in the evaluation of a nutrition pro-
gram in Colombia, which provided the additional benefit of addressing
questions regarding the necessary time involved for the program to
become effective in reducing malnutrition (McKay 1978). Finally, ran-
domization can be applied within a subset of equally eligible beneficia-
ries, while reaching all of the most eligible and denying benefits to the
least eligible, as was done with education projects in the El Chaco region
for the Bolivia social fund evaluation (Pradhan, Rawlings, and Ridder
1998). However, if the latter suggestion is implemented, one must keep in
mind that the results produced from the evaluation will be applicable to
the group from which the randomly generated sample was selected.


Quasi-Experimental Designs


Quasi-experimental (nonrandom) methods can be used to carry out an
evaluation when it is not possible to construct treatment and comparison
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groups through experimental design. These techniques generate compar-
ison groups that resemble the treatment group, at least in observed char-
acteristics, through econometric methodologies, which include matching
methods, double difference methods, instrumental variables methods,
and reflexive comparisons (see Box 1.2). When these techniques are used,
the treatment and comparison groups are usually selected after the inter-
vention by using nonrandom methods. Therefore, statistical controls
must be applied to address differences between the treatment and com-
parison groups and sophisticated matching techniques must be used to
construct a comparison group that is as similar as possible to the treat-
ment group. In some cases a comparison group is also chosen before the
treatment, though the selection is not randomized. 


The main benefit of quasi-experimental designs is that they can draw
on existing data sources and are thus often quicker and cheaper to imple-
ment, and they can be performed after a program has been implemented,
given sufficient existing data. The principal disadvantages of quasi-
experimental techniques are that (a) the reliability of the results is often
reduced as the methodology is less robust statistically; (b) the methods
can be statistically complex; and (c) there is a problem of selection bias. In
generating a comparison group rather than randomly assigning one,
many factors can affect the reliability of results. Statistical complexity
requires considerable expertise in the design of the evaluation and in
analysis and interpretation of the results. This may not always be possi-
ble, particularly in some developing country circumstances. 


The third problem of bias relates to the extent to which a program is
participated in differentially by subgroups of a target population, thus
affecting the sample and ultimately the results. There are two types of
bias: those due to differences in observables or something in the data,
and those due to differences in unobservables (not in the data), often
called selection bias (Box 1.1). An observable bias could include the
selection criteria through which an individual is targeted, such as geo-
graphic location, school attendance, or participation in the labor market.
Unobservables that may bias program outcomes could include individ-
ual ability, willingness to work, family connections, and a subjective
(often politically driven) process of selecting individuals for a program.
Both types of biases can yield inaccurate results, including under- and
overestimates of actual program impacts, negative impacts when actual
program impacts are positive (and vice versa), and statistically insignif-
icant impacts when actual program impacts are significant and vice
versa. (See, for example, LaLonde 1986, Fraker and Maynard 1987,
LaLonde and Maynard 1987, and Friedlander and Robins 1995.) It is pos-
sible to control for bias through statistical techniques such as matching
and instrumental variables, but it is very difficult to fully remove them
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which remains a major challenge for researchers in the field of impact
analysis. 


Among quasi-experimental design techniques, matched-comparison
techniques are generally considered a second-best alternative to experi-
mental design. The majority of the literature on evaluation methodology
is centered around the use of this type of evaluation, reflecting both the
frequency of use of matched comparisons and the many challenges posed
by having less-than-ideal comparison groups. In recent years there have
been substantial advances in propensity score matching techniques
(Rosenbaum and Rubin 1985; Jalan and Ravallion 1998). This method is
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Box 1.1  The Problem of Selection Bias


Selection bias relates to unobservables that may bias outcomes (for
example, individual ability, preexisting conditions). Randomized
experiments solve the problem of selection bias by generating an
experimental control group of people who would have participated
in a program but who were randomly denied access to the program
or treatment. The random assignment does not remove selection
bias but instead balances the bias between the participant and non-
participant samples. In quasi-experimental designs, statistical mod-
els (for example, matching, double differences, instrumental vari-
ables) approach this by modeling the selection processes to arrive at
an unbiased estimate using nonexperimental data. The general idea
is to compare program participants and nonparticipants holding
selection processes constant. The validity of this model depends on
how well the model is specified. 


A good example is the wages of women. The data represent
women who choose to work. If this decision were made, we could
ignore the fact that not all wages are observed and use ordinary
regression to estimate a wage model. Yet the decision by women to
work is not made randomly—women who would have low wages
may be unlikely to choose to work because their personal reserva-
tion wage is greater than the wage offered by employers. Thus the
sample of observed wages for women would be biased upward. 


This can be corrected for if there are some variables that strong-
ly affect the chances for observation (the reservation wage) but not
the outcome under study (the offer wage). Such a variable might be
the number of children at home. 


Source: Greene (1997).
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very appealing to evaluators with time constraints and working without
the benefit of baseline data given that it can be used with a single cross-
section of data. This technique is, however, dependent on having the
right data because it relies on oversampling program beneficiaries during
the fielding of a larger survey and then “matching” them to a comparison
group selected from the larger core sample of the overall effort, often a
national household survey. Given the growth in the applications of large
surveys in developing countries, such as the multipurpose Living
Standards Measurement Studies, this evaluation method seems particu-
larly promising. A good example is the evaluation of a public works pro-
gram, TRABAJAR, in Argentina (Jalan and Ravallion 1998, Annex 1.1,
and chapter 4). 
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Box 1.2  Summary of Quantitative Methods for
Evaluating Program Impact


The main methods for impact evaluation are discussed below.
Because no method is perfect, it is always desirable to triangulate. 


Experimental or Randomized Control Designs


• Randomization, in which the selection into the treatment and con-
trol groups is random within some well-defined set of people. In
this case there should be no difference (in expectation) between
the two groups besides the fact that the treatment group had
access to the program. (There can still be differences due to sam-
pling error; the larger the size of the treatment and control sam-
ples the less the error.)


Nonexperimental or Quasi-Experimental Designs


• Matching methods or constructed controls, in which one tries to pick
an ideal comparison that matches the treatment group from a
larger survey. The most widely used type of matching is propen-
sity score matching, in which the comparison group is matched to
the treatment group on the basis of a set of observed characteris-
tics or by using the “propensity score” (predicted probability of
participation given observed characteristics); the closer the
propensity score, the better the match. A good comparison group
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Qualitative Methods


Qualitative techniques are also used for carrying out impact evaluation
with the intent to determine impact by the reliance on something other
than the counterfactual to make a causal inference (Mohr 1995). The focus
instead is on understanding processes, behaviors, and conditions as they
are perceived by the individuals or groups being studied (Valadez and
Bamberger 1994). For example, qualitative methods and particularly par-
ticipant observation can provide insight into the ways in which house-
holds and local communities perceive a project and how they are affect-
ed by it. Because measuring the counterfactual is at the core of impact
analysis techniques, qualitative designs have generally been used in con-
junction with other evaluation techniques. The qualitative approach uses
relatively open-ended methods during design, collection of data, and
analysis. Qualitative data can also be quantified. Among the methodolo-
gies used in qualitative impact assessments are the techniques developed
for rapid rural assessment, which rely on participants’ knowledge of the
conditions surrounding the project or program being evaluated, or par-
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comes from the same economic environment and was adminis-
tered the same questionnaire by similarly trained interviewers as
the treatment group. 


• Double difference or difference-in-differences methods, in which one
compares a treatment and comparison group (first difference)
before and after a program (second difference). Comparators
should be dropped when propensity scores are used and if they
have scores outside the range observed for the treatment group. 


• Instrumental variables or statistical control methods, in which one
uses one or more variables that matter to participation but not to
outcomes given participation. This identifies the exogenous vari-
ation in outcomes attributable to the program, recognizing that
its placement is not random but purposive. The “instrumental
variables” are first used to predict program participation; then
one sees how the outcome indicator varies with the predicted
values.


• Reflexive comparisons, in which a baseline survey of participants is
done before the intervention and a follow-up survey is done
after. The baseline provides the comparison group, and impact is
measured by the change in outcome indicators before and after
the intervention.
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ticipatory evaluations in which stakeholders are involved in all stages of
the evaluation—determining the objectives of the study, identifying and
selecting indicators to be used, and participating in data collection and
analysis. For a detailed discussion on participatory methods see World
Bank (1996), The World Bank Participation Sourcebook. 


The benefits of qualitative assessments are that they are flexible, can be
specifically tailored to the needs of the evaluation using open-ended
approaches, can be carried out quickly using rapid techniques, and can
greatly enhance the findings of an impact evaluation through providing
a better understanding of stakeholders’ perceptions and priorities and
the conditions and processes that may have affected program impact. 


Among the main drawbacks are the subjectivity involved in data col-
lection, the lack of a comparison group, and the lack of statistical robust-
ness, given mainly small sample sizes, all of which make it difficult to
generalize to a larger, representative population. The validity and relia-
bility of qualitative data are highly dependent on the methodological
skill, sensitivity, and training of the evaluator. If field staff are not sensi-
tive to specific social and cultural norms and practices, and nonverbal
messages, the data collected may be misinterpreted. And finally, without
a comparison group, it is impossible to determine the counterfactual and
thus causality of project impact. 


Integrating Quantitative and Qualitative Methods


Although there is an extensive literature on quantitative versus qualita-
tive methods in impact evaluation, there is also a growing acceptance of
the need for integrating the two approaches. Impact evaluations using
quantitative data from statistically representative samples are better
suited to assessing causality by using econometric methods or reaching
generalizable conclusions. However, qualitative methods allow the in-
depth study of selected issues, cases, or events and can provide critical
insights into beneficiaries’ perspectives, the dynamics of a particular
reform, or the reasons behind certain results observed in a quantitative
analysis. There are significant tradeoffs in selecting one technique over
another. 


Integrating quantitative and qualitative evaluations can often be the
best vehicle for meeting the project’s information needs. In combining the
two approaches, qualitative methods can be used to inform the key
impact evaluation questions, survey the questionnaire or the stratifica-
tion of the quantitative sample, and analyze the social, economic, and
political context within which a project takes place, whereas quantitative
methods can be used to inform qualitative data collection strategies, to
design the sample to inform the extent to which the results observed in
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the qualitative work can be generalized to a larger population by using a
statistically representative sample, and, statistical analysis can be used to
control for household characteristics and the socio-economic conditions
of different study areas, thereby eliminating alternative explanations of
the observed outcomes. 


There are several benefits of using integrated approaches in research
discussed in Bamberger (2000) that also apply to impact evaluations.
Among them: 


• Consistency checks can be built in through the use of triangulation
procedures that permit two or more independent estimates to be made
for key variables (such as income, opinions about projects, reasons for
using or not using public services, and specific impact of a project). 


• Different perspectives can be obtained. For example, although
researchers may consider income or consumption to be the key indi-
cators of household welfare, case studies may reveal that women are
more concerned about vulnerability (defined as the lack of access to
social support systems in times of crises), powerlessness, or exposure
to violence.


• Analysis can be conducted on different levels. Survey methods can
provide good estimates of individual, household, and community-
level welfare, but they are much less effective for analyzing social
processes (social conflict, reasons for using or not using services, and
so on) or for institutional analysis (how effectively health, education,
credit, and other services operate and how they are perceived by the
community). There are many qualitative methods designed to analyze
issues such as social process, institutional behavior, social structure,
and conflict.


• Opportunities can be provided for feedback to help interpret findings.
Survey reports frequently include references to apparent inconsisten-
cies in findings or to interesting differences between communities or
groups that cannot be explained by the data. In most quantitative
research, once the data collection phase is completed it is not possible
to return to the field to check on such questions. The greater flexibility
of qualitative research means that it is often possible to return to the
field to gather additional data. Survey researchers also use qualitative
methods to check on outliers—responses that diverge from the gener-
al patterns. In many cases the data analyst has to make an arbitrary
decision as to whether a household or community that reports condi-
tions that are significantly above or below the norm should be exclud-
ed (on the assumption that it reflects a reporting error) or the figures
adjusted. Qualitative methods permit a rapid follow-up in the field to
check on these cases. 


9DEFINING CONCEPTS AND TECHNIQUES FOR IMPACT EVALUATION


02-Evaluating Impacts  5/23/00 5:42 AM  Page 9







In practice, the integration of quantitative and qualitative methods
should be carried out during each step of the impact evaluation. Chapter
2 mentions many opportunities for doing this. For illustration, the
Nicaragua School Autonomy Reform Case provides a good example of
integrated methods. Quantitative methods following a quasi-experimen-
tal design were used to determine the relationship between decentralized
management and learning and to generalize results for different types of
schools. In addition, qualitative techniques, including a series of key
informant interviews and focus group discussions with different school-
based staff and parents, were utilized to analyze the context in which the
reform was introduced, examine the decisionmaking dynamics in each
school, and assess the perspectives of different school community actors
on the autonomy process (see Annex 1.11).


Other Approaches to Impact Evaluation


Two other topics are particularly relevant to the discussion of evaluating
the poverty impact of projects: (a) approaches to measuring the impact of
structural adjustment programs, and (b) theory-based evaluations. Both
incorporate many of the methodologies discussed above, but each uses a
different approach. 


Evaluating Structural Adjustment Programs. There has been substan-
tial debate on the impact of structural adjustment programs on the poor.
Much of the evidence used to support this debate is, however, based on
deficient assumptions and methods. As with other projects, the policy
changes under structural adjustment projects must be (a) compared with
relevant counterfactuals that would respond to the same macroeconomic
constraints, and (b) analyzed in the context of the local economic struc-
ture and based on empirical information from household surveys. This,
however, is very difficult for three reasons. First, policy changes may
have economy-wide impact, making it impossible to find comparison
groups that are unaffected. Second, because of exogenous factors, lags,
feedbacks, and substitutions, any changes in the well-being of the poor
must be interpreted with extreme caution. And third, it is difficult to pre-
dict what would have happened if adjustment had not taken place—
what alternative policies a government might have pursued and what the
resulting impact would have been on the poor. 


In the literature, several approaches have been used, each with its own
shortcomings. The techniques are in many cases similar to those
described in Box 1.2, though, as shown in Box 1.3, estimating the coun-
terfactual requires vast assumptions that may substantially affect the
validity of the results. This is most viably handled by isolating specific
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policy changes that would affect the population, such as exchange rate
policies, trade policies, reductions in public expenditures, and reductions
in public sector employment. Yet even with this approach it can be diffi-
cult to isolate the impact of specific policies. For examples, see Killick
(1995), Poppele, Summarto, and Pritchett (1999), Bourguignon, de Melo,
and Suwa (1991), and Sahn, Dorosh, and Younger (1996).
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Box 1.3  Summary of Methods Used to Evaluate
Adjustment Policies


Approaches with No Counterfactual


• Qualitative studies that assess conditions of the population
(often identifying vulnerable subgroups) before, during, and
after adjustment policies are implemented through focus groups,
interviews, and other qualitative techniques. 


• “Before and After,” which compares the performance of key vari-
ables during and after a program with those prior to the pro-
gram. The approach uses statistical methods to evaluate whether
there is a significant change in some essential variables over time.
This approach often gives biased results because it assumes that
had it not been for the program, the performance indicators
would have taken their pre-crisis-period values.


Approaches that Generate a Counterfactual Using Multiple
Assumptions


• Computable general equilibrium models (CGEs) that attempt to
contrast outcomes in treatment and comparison groups through
simulations. These models seek to trace the operation of the real
economy and are generally based on detailed social accounting
matrices collected from data on national accounts, household
expenditure surveys, and other survey data. CGE models do pro-
duce outcomes for the counterfactual, though the strength of the
model is entirely dependent on the validity of the assumptions.
This can be problematic as databases are often incomplete and
many of the parameters have not been estimated by formal
econometric methods. CGE models are also very time consum-
ing, cumbersome, and expensive to generate. 


(Box continues on the following page.)
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Theory-Based Evaluation. The premise of theory-based evaluations is
that programs and projects are based on explicit or implicit theory about
how and why a program will work. The evaluation would then be based
on assessing each theory and assumptions about a program during
implementation rather than at a midpoint or after the project has been
completed. In designing the evaluation, the underlying theory is present-
ed as many microsteps, with the methods then constructed for data col-
lection and analysis to track the unfolding of assumptions. If events do
not work out as expected, the evaluation can say with a certain confi-
dence where, why, and how the breakdown occurred. 


The approach puts emphasis on the responses of people to program
activities. Theories direct the evaluator’s attention to likely types of near-
term and longer-term effects. Among the advantages are, first, that the
evaluation provides early indications of program effectiveness during
project implementation. If there are breakdowns during implementation,
it is possible to fix them along the way. Second, the approach helps to
explain how and why effects occurred. If events work out as expected,
the evaluation can say with a certain confidence how the effects were
generated. By following the sequence of stages, it is possible to track the
microsteps that led from program inputs through to outcomes. 
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Box 1.3 (continued)


• With and without comparisons, which compare the behavior in
key variables in a sample of program countries with their behav-
ior in nonprogram countries (a comparison group). This is an
approach to the counterfactual question, using the experiences of
the comparison group as a proxy for what would otherwise have
happened in the program countries. It is, however, quite difficult
to achieve a true comparison group. The method assumes that
only the adoption of an adjustment program distinguishes a pro-
gram country from the comparison group and that the external
environment affects both groups the same. 


• Statistical controls consisting of regressions that control for the
differences in initial conditions and policies undertaken in pro-
gram and nonprogram countries. The approach identifies the dif-
ferences between program and nonprogram countries in the pre-
program period and then controls these differences statistically
to identify the isolated impacts of the programs in the postreform
performance. 
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The shortcomings of the approach are similar to many of the other
methodologies. In particular, (a) identifying assumptions and theories
can be inherently complex; (b) evaluators may have problems in measur-
ing each step unless the right instruments and data are available, (c) prob-
lems may be encountered in testing the effort because theory statements
may be too general and loosely constructed to allow for clear-cut testing,
and (d) there may be problems of interpretation that make it difficult to
generalize from results (see Weiss 1998). 


An example of theory-based technique is being piloted by the
Operations and Evaluation Department of the World Bank to evaluate the
impact of social investment funds on community-level decisionmaking
processes, traditional power structures and relationships, and communi-
ty capacity, trust, and well-being. This will be based on the theory that
priority groups can effectively implement a project and operate and
maintain the investment created by the project. A set of main assump-
tions and subassumptions has been set out and will be tested using exist-
ing household survey data, as well as a specially designed survey instru-
ment for a smaller sample, and focus groups and other PRA techniques.
The information from each of these data sources will be triangulated in
the analysis. 


Cost-Benefit or Cost-Effectiveness Analysis


While this type of analysis is not strictly concerned with measuring
impact, it enables policymakers to measure program efficiency by com-
paring alternative interventions on the basis of the cost of producing a
given output. It can greatly enhance the policy implications of the impact
evaluation and therefore should also be included in the design of any
impact evaluation. (For a more complete discussion of cost-benefit and
cost-effectiveness analysis, see Handbook on Economic Analysis of
Investment Operations, World Bank 1996.) 


Cost-benefit analysis attempts to measure the economic efficiency of
program costs versus program benefits, in monetary terms. For many
projects, especially in the social sectors, it is not possible to measure all
the benefits in monetary terms. For example, the benefits of a program to
provide school inputs (textbooks, classroom furniture, preschool pro-
grams) would be increased learning. Instead of measuring monetary out-
comes, learning achievement scores could be used to quantify the bene-
fits. This would require cost-effectiveness analysis. The concepts for both
types of analysis are the same.


The main steps of cost-benefit and cost-effectiveness analysis are to
identify all project costs and benefits and then compute a cost-to-
effectiveness ratio. In calculating costs, the value of the intervention itself
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should be included, as well as all other costs, such as administration,
delivery, investment costs (discounted to the net present value), the mon-
etary value of freely provided goods or services, social costs such as envi-
ronmental deterioration, and health hazards. Benefits can be monetary,
such as gain in income, or the number of units delivered, test scores, or
health improvements. When benefits cannot be quantified, it is possible
to use subjective indicators such as ranking or weighting systems. This
approach, however, can be tricky in interpreting subjective scores. 


Once the costs and benefits have been determined, the cost-effective-
ness ratio (R) is then R = cost/unit (or benefit). This ratio can then be com-
pared across interventions to measure efficiency. In theory, this technique
is quite straightforward. In practice, however, there are many caveats
involved in identifying and quantifying the costs and benefits. It is
important to ensure that appropriate indicators are selected, that the
methodologies and economic assumptions used are consistent across
ratios, and that the ratios are indeed comparable. And as with other tech-
niques used in impact analysis, measuring cost-effectiveness can be best
carried out when included in the evaluation design from the earliest
stages. This allows for the collection of the necessary cost and benefit
information and ensuring consistency. 


Choosing a Methodology


Given the variation in project types, evaluation questions, data availabil-
ity, cost, time constraints, and country circumstances, each impact evalu-
ation study will be different and will require some combination of appro-
priate methodologies, both quantitative and qualitative. The evaluator
must carefully explore the methodological options in designing the study,
with the aim of producing the most robust results possible. Among quan-
titative methods, experimental designs are considered the optimal
approach and matched comparisons a second-best alternative. Other
techniques, however, can also produce reliable results, particularly with
a good evaluation design and high-quality data. 


The evidence from the “best-practice” evaluations reviewed for this
handbook highlights that the choice of impact evaluation methodologies
is not mutually exclusive. Indeed, stronger evaluations often combine
methods to ensure robustness and to provide for contingencies in imple-
mentation. Joining a “with and without” approach with a “before and
after” approach that uses baseline and follow-up data is one combination
strongly recommended from a methodological perspective (Subbarao
and others 1999). Having baseline data available will allow evaluators to
verify the integrity of treatment and comparison groups, assess targeting,
and prepare for a robust impact evaluation. This is true even for ran-
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domized control designs. Although randomization ensures equivalent
treatment and comparison groups at the time of randomization, this fea-
ture should not influence evaluators into thinking that they do not need
baseline data. Indeed, baseline data may be crucial to reconstructing why
certain events took place and controlling for these events in the impact
assessment. 


Incorporating cost-benefit or cost-effectiveness analysis is also strong-
ly recommended. This methodology can enable policymakers to compare
alternative interventions on the basis of the cost of producing a given out-
put. This is particularly important in the developing-country context in
which resources are extremely limited. 


Finally, combining quantitative and qualitative methods is the ideal
because it will provide the quantifiable impact of a project as well as an
explanation of the processes and interventions that yielded these out-
comes. Although each impact evaluation will have unique characteristics
requiring different methodological approaches, a few general qualities of
a best-practice impact evaluation include:


• An estimate of the counterfactual has been made by (a) using random
assignment to create a control group (experimental design), and (b)
appropriately and carefully using other methods such as matching to
create a comparison group (quasi-experimental design).


• To control for pre- and postprogram differences in participants, and to
establish program impacts, there are relevant data collected at baseline
and follow-up (including sufficient time frame to allow for program
impacts).


• The treatment and comparison groups are of sufficient sizes to estab-
lish statistical inferences with minimal attrition.


• Cost-benefit or cost-effectiveness analysis is included to measure pro-
ject efficiency. 


• Qualitative techniques are incorporated to allow for the triangulation
of findings.
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Chapter 2


Key Steps in Designing and
Implementing Impact Evaluations* 


Undertaking an impact evaluation study can be quite challenging and cost-
ly, with implementation issues arising at every step of the way. These chal-
lenges highlight the importance of a well-designed study, a committed and
highly qualified team, and good communication between the evaluation
team members. By incorporating the evaluation early into the design of a
project, it will be possible to obtain results in a timely way so that the find-
ings can be used for midproject adjustments of specific components. 


Regardless of the size, program type, or methodology used for the
evaluation, there are several key steps to be carried out as outlined below
(Box 2.1). This chapter will provide a discussion of these steps as well as
a discussion of the many issues that may arise in implementation. The
sequencing of these steps is critical, particularly in ensuring the collection
of necessary data before the project begins implementation. Early plan-
ning provides the opportunity to randomize, to construct ex ante
matched comparisons, to collect baseline data, and to identify upcoming
surveys that could be used in a propensity score matching approach. 


All of the design work and initial data collection should be done dur-
ing project identification and preparation. Ideally, some results will be
available during the course of project implementation so they can feed
into improving the project design if necessary. A good example of how a
project incorporated evaluation plans from the earliest stages is illustrat-
ed in the Uganda Nutrition and Early Childhood Development Project
(see chapter 4). 


Determining Whether or Not to Carry Out an Evaluation


A first determination is whether or not an impact evaluation is required.
As discussed above, impact evaluations differ from other evaluations in
that they are focused on assessing causality. Given the complexity and
cost in carrying out impact evaluation, the costs and benefits should be
assessed, and consideration should be given to whether another
approach would be more appropriate, such as monitoring of key perfor-
mance indicators or a process evaluation. (These approaches should not
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be seen as substitutes for impact evaluations; indeed they often form crit-
ical complements to impact evaluations.) And perhaps the most impor-
tant inputs to the decision of whether or not to carry out an evaluation are
strong political and financial support. 


The additional effort and resources required for conducting impact
evaluations are best mobilized when the project is innovative, is replica-
ble, involves substantial resource allocations, and has well-defined inter-
ventions. For example, the impact evaluation of the Bolivian Social
Investment Fund met each of these criteria. First, the new social fund
model introduced in Bolivia was considered innovative and replicable;
second, the social fund has been responsible for roughly 25 percent of all
public investments in Bolivia since the beginning of the evaluation; and
third, the interventions were well-defined by the social fund menu of
subprojects. 
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Box 2.1  Main Steps in Designing and Implementing
Impact Evaluations


During Project Identification and Preparation


1. Determining whether or not to carry out an evaluation
2. Clarifying objectives of the evaluation
3. Exploring data availability
4. Designing the evaluation
5. Forming the evaluation team
6. If data will be collected: 


(a) Sample design and selection
(b)  Data collection instrument development
(c) Staffing and training fieldwork personnel
(d)  Pilot testing
(e) Data collection
(f) Data management and access


During Project Implementation


7.  Ongoing data collection
8.  Analyzing the data 
9.  Writing up the findings and discussing them with policymakers 


and other stakeholders
10. Incorporating the findings in project design
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Impact evaluations should also be prioritized if the project in question
is launching a new approach such as a pilot program that will later be
under consideration for expansion based on the results of the evaluation,
or the new World Bank Learning and Innovation Loans. This rationale
made the Nicaraguan school autonomy reform a good candidate for an
impact evaluation. The evaluation study accompanied the government’s
testing of a new decentralized school management model from its pilot
stage in the mid-1990s through its expansion to almost all secondary
schools and about half of all primary schools today. The evaluation was
managed by a closely coordinated international team including local staff
from the Ministry of Education’s research and evaluation unit and the
World Bank’s Primary Education Project coordination office in Managua.
Their involvement ensured that the evaluation informed key policy deci-
sions regarding the modification and expansion of the pilot.


Another important consideration is to ensure that the program that is
to be evaluated is sufficiently developed to be subject to an impact eval-
uation. Pilot projects and nascent reforms are often prone to revisions
regarding their content as well as how, when, and by whom they will be
implemented. These changes can undermine the coherence of the evalu-
ation effort, particularly experimental designs and other types of
prospective evaluations that rely on baseline and follow-up data of clear-
ly established treatment and control groups. Where the policies to be
evaluated are still being defined, it may be advisable to avoid using an
impact evaluation in order to allow for flexibility in the project.


Gaining support from policymakers and financiers for an impact eval-
uation can be challenging but is a prerequisite for proceeding. They must
be convinced that the evaluation is a useful exercise addressing questions
that will be relevant to decisions concerning the evaluated program’s
refinement, expansion, or curtailment. They must also be convinced of
the legitimacy of the evaluation design and therefore the results, particu-
larly when the results are not as positive as anticipated. 


Financing for an impact evaluation remains a difficult issue for pro-
gram managers and client counterparts alike. The financing issue is com-
pounded by the fact that data on evaluation costs are usually difficult to
obtain. And perhaps the stickiest issue arises from the public good value
of the evaluation: if the results of the evaluation are going to be used to
inform policies applied outside of the national boundaries within which
the evaluation is conducted, as is often the case, why should an individ-
ual country bear the cost of the evaluation? Among the case studies that
had information on sources of funding, the information shows that coun-
tries often assume the majority, but not the entirety, of the evaluation
costs. As is discussed more fully in chapter 4, many of the cases reviewed
suggest that successfully implementing an impact evaluation requires
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not only a substantial resource commitment from the client countries but
also the involvement of World Bank staff, or external researchers and con-
sultants, necessitating resources beyond those provided by the country.


Clarifying Evaluation Objectives


Once it has been determined that an impact evaluation is appropriate and
justified, establishing clear objectives and agreement on the core issues
that will be the focus of the evaluation up front will contribute greatly to
its success. Clear objectives are essential to identifying information needs,
setting output and impact indicators, and constructing a solid evaluation
strategy to provide answers to the questions posed. The use of a logical
(log) framework approach provides a good and commonly used tool for
identifying the goals of the project and the information needs around
which the evaluation can be constructed. 


The log frame, increasingly used at the World Bank, is based on a sim-
ple four-by-four matrix that matches information on project objectives
with how performance will be tracked using milestones and work sched-
ules, what impact project outputs will have on a beneficiary institution or
system and how that will be measured, and how inputs are used to deliv-
er outputs (see Annex 5 for examples). In other words, it is assumed that
the project’s intended impact is a function of the project’s outputs as well
as a series of other factors. The outputs, in turn, are a function of the pro-
ject’s inputs and factors outside the project. Quantifiable measures
should then be identified for each link in the project cycle. This approach
does not preclude the evaluator from also looking at the unintended
impacts of a project but serves to keep the objectives of the evaluation
clear and focused. Qualitative techniques are also useful in eliciting par-
ticipation in clarifying the objectives of the evaluation and resulting
impact indicators. 


Although a statement of the objective would seem on the face of it
to be one of the easiest parts of the evaluation process, it can be
extremely difficult. For example, statements that are too broad do not
lend themselves to evaluation. The objective statement in the Mexico
PROBECAT evaluation (Annex 1.9) that the evaluation is about “the
effect of the PROBECAT training program on labor market outcomes”
would be more precise if it were narrowed down to the effect of
PROBECAT on hours worked, hourly earnings, monthly salary, and
time to first job placement for different types of workers. The Mexico
PROGRESA evaluation provides a good example of creating a clear
outline and delineating multiple objectives from the start with a sepa-
rate discussion of each component—with objectives detailed in subcat-
egories (Annex 1.10). This was particularly important because the
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intervention was quite complex, with the evaluation having to address
not only the program impact but also aspects of program operations
targeting and timing. 


Reviewing other evaluation components such as cost-effectiveness or
process evaluations may also be important objectives of a study and can
complement the impact evaluation. Cost-effectiveness may be of particu-
lar concern for policymakers whose decision it will be to curtail, expand,
or reform the intervention being evaluated. On issues related to service
delivery, a process evaluation may be relevant to assess the procedures,
dynamics, norms, and constraints under which a particular program is
carried out.


Exploring Data Availability 


Many types of data can be used to carry out impact evaluation studies.
These can include a range from cross-sectional or panel surveys to quali-
tative open-ended interviews. Ideally this information is available at the
individual level to ensure that true impact can be assessed. Household-
level information can conceal intrahousehold resource allocation, which
affects women and children because they often have more limited access
to household productive resources. In many cases, the impact evaluation
will take advantage of some kind of existing data or piggyback on an
ongoing survey, which can save considerably on costs. With this
approach, however, problems may arise in the timing of the data collec-
tion effort and with the flexibility of the questionnaire design. Box 2.2
highlights some key points to remember in exploring the use of existing
data resources for the impact evaluation. 


With some creativity, it may be possible to maximize existing infor-
mation resources. A good example is the evaluation of the Honduran
Social Investment Fund (see chapter 4). This study used a module from
the national income and expenditure survey in the social fund ques-
tionnaire, thereby allowing social fund beneficiaries’ income to be com-
pared with national measures to assess poverty targeting (Walker and
others 1999).


At the most basic level, data on the universe of the population of inter-
est will be required as a basis from which to determine sample sizes, con-
struct the sampling frame, and select the sample. Other types of data that
may be available in a given country and can be used for different impact
evaluations include (see Valadez and Bamberger 1994): household
income and expenditure surveys; Living Standards Measurement Studies
(LSMSs); labor market surveys; records of cooperatives, credit unions,
and other financial institutions; school records on attendance, repetition,
and examination performance; public health records on infant mortality,
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Box 2.2  Key Points for Identifying Data Resources for
Impact Evaluation


• Know the program well. It is risky to embark on an evaluation
without knowing a lot about the administrative and institutional
details of the program; that information typically comes from the
program administration. 


• Collect information on the relevant “stylized facts” about the set-
ting. The relevant facts might include the poverty map, the way
the labor market works, the major ethnic divisions, and other rel-
evant public programs. 


• Be eclectic about data. Sources can embrace both informal,
unstructured interviews with participants in the program and
quantitative data from representative samples. However, it is
extremely difficult to ask counterfactual questions in interviews
or focus groups; try asking someone who is currently participat-
ing in a public program: “What would you be doing now if this
program did not exist?” Talking to program participants can be
valuable, but it is unlikely to provide a credible evaluation on its
own. 


• Ensure that there is data on the outcome indicators and relevant
explanatory variables. The latter need to deal with heterogeneity
in outcomes conditional on program participation. Outcomes can
differ depending, for example, on whether one is educated. It
may not be possible to see the impact of the program unless one
controls for that heterogeneity. 


• Depending on the methods used, data might also be needed on
variables that influence participation but do not influence out-
comes given participation. These instrumental variables can be
valuable in sorting out the likely causal effects of nonrandom
programs (box 1.2).


• The data on outcomes and other relevant explanatory variables
can be either quantitative or qualitative. But it has to be possible
to organize the information in some sort of systematic data struc-
ture. A simple and common example is that one has values of
various variables including one or more outcome indicators for
various observation units (individuals, households, firms, com-
munities). 


• The variables one has data on and the observation units one uses
are often chosen as part of the evaluation method. These choices


(Box continues on the following page.)
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incidence of different infectious diseases, number of women seeking
advice on contraception, or condom consumption; specialized surveys
conducted by universities, nongovernmental organizations (NGOs), and
consulting groups; monitoring data from program administrators; and
project case studies. 


Using Existing Survey Data. Many surveys may also be in the plan-
ning stages or are ongoing. If a survey measuring the required indicators
is planned, the evaluation may be able to oversample the population of
interest during the course of the general survey (for example, to use for
the propensity score matching approach) as was done for the
Nicaraguan Social Investment Fund evaluation and the Argentine TRA-
BAJAR workfare program evaluation (Jalan and Ravallion 1998).
Conversely, if a survey is planned that will cover the population of inter-
est, the evaluation may be able to introduce a question or series of ques-
tions as part of the survey or add a qualitative survey to supplement the
quantitative information. For example, the Credit with Education pro-
gram in Ghana included a set of qualitative interviews with key stake-
holders as well as with nonparticipant and participant focus groups that
provided qualitative confirmation of the quantitative results (Annex
1.6). The evaluation assessed the impact of the program on the nutri-
tional status and food security of poor households. Quantitative data
included specific questions on household income and expenditure and
skills level, whereas qualitative data focused on women’s empower-
ment—status and decisionmaking in the household, social networks,
self-confidence, and so forth.
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should be anchored to the prior knowledge about the program
(its objectives, of course, but also how it is run) and the setting in
which it is introduced.


• The specific source of the data on outcomes and their determi-
nants, including program participation, typically comes from
survey data of some sort. The observation unit could be the
household, firm, or geographic area, depending on the type of
program one is studying.


• Survey data can often be supplemented with useful other data on
the program (such as from the project monitoring database) or
setting (such as from geographic databases).


Box 2.2 (continued)
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Designing the Evaluation


Once the objectives and data resources are clear, it is possible to begin the
design phase of the impact evaluation study. The choice of methodologies
will depend on the evaluation question, timing, budget constraints, and
implementation capacity. The pros and cons of the different design types
discussed in chapter 1 should be balanced to determine which method-
ologies are most appropriate and how quantitative and qualitative tech-
niques can be integrated to complement each other. 


Even after the evaluation design has been determined and built into
the project, evaluators should be prepared to be flexible and make modi-
fications to the design as the project is implemented. In addition, provi-
sions should be made for tracking the project interventions if the evalua-
tion includes baseline and follow-up data so that the evaluation effort is
parallel with the actual pace of the project. 


In defining the design, it is also important to determine how the
impact evaluation will fit into the broader monitoring and evaluation
strategy applied to a project. All projects must be monitored so that
administrators, lenders, and policymakers can keep track of the project as
it unfolds. The evaluation effort, as argued above, must be tailored to the
information requirements of the project. 


Evaluation Question. The evaluation questions being asked are very
much linked to the design of the evaluation in terms of the type of data
collected, unit of analysis, methodologies used, and timing of the various
stages. For example, in assessing the impact of textbooks on learning out-
comes, it would be necessary to tailor the evaluation to measuring impact
on students, classrooms, and teachers during a given school year. This
would be very different than measuring the impact of services provided
through social fund investments, which would require data on commu-
nity facilities and households. The case studies in Annex I provide the
other examples of how the evaluation question can affect the evaluation
design. 


In clarifying the evaluation questions, it is also important to consider
the gender implications of project impact. At the outset this may not
always be obvious, however; in project implementation there may be sec-
ondary effects on the household, which would not necessarily be cap-
tured without specific data collection and analysis efforts. 


Timing and Budget Concerns. The most critical timing issue is
whether it is possible to begin the evaluation design before the project is
implemented and when the results will be needed. It is also useful to
identify up front at which points during the project cycle information
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from the evaluation effort will be needed so that data collection and
analysis activities can be linked. Having results in a timely manner can be
crucial to policy decisions—for example, during a project review, around
an election period, or when decisions regarding project continuation are
being made. 


Some methods require more time to implement than others. Random
assignment and before-and-after methods (for example, reflexive compar-
isons) take longer to implement than ex-post matched-comparison
approaches. When using before-and-after approaches that utilize baseline
and follow-up assessments, time must be allowed for the last member of
the treatment group to receive the intervention, and then usually more
time is allowed for postprogram effects to materialize and be observed.
Grossman (1994) suggests that 12 to 18 months after sample enrollment in
the intervention is a typical period to allow before examining impacts. In
World Bank projects with baselines, waiting for both the intervention to
take place and the outcomes to materialize can take years. For example, in
the evaluation of the Bolivian Social Investment Fund, which relied on
baseline data collected in 1993, follow-up data was not collected until 1998
because of the time needed for the interventions (water and sanitation
projects, health clinics, and schools) to be carried out and for effects on the
beneficiary population’s health and education outcomes to take place. A
similar period of time has been required for the evaluation of a primary
education project in Pakistan that used an experimental design with base-
line and follow-up surveys to assess the impact of community schools on
student outcomes, including academic achievement.


The timing requirements of the evaluation cannot drive the project
being evaluated. By their very nature, evaluations are subject to the time
frame established by the rest of the project. Evaluations must wait on pro-
jects that are slow to disburse and generate interventions. And even if
projects move forward at the established pace, some interventions take
longer to carry out, such as infrastructure projects. The time frame for the
evaluation is also sensitive to the indicators selected because many, such
as changes in fertility rates or educational achievement, take longer to
manifest themselves in the beneficiary population. 


Implementation Capacity. A final consideration in the scale and
complexity of the evaluation design is the implementation capacity of
the evaluation team. Implementation issues can be very challenging,
particularly in developing countries where there is little experience
with applied research and program evaluations. The composition of the
evaluation team is very important, as well as team members’ experience
with different types of methodologies and their capacity relative to
other activities being carried out by the evaluation unit. This is particu-
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larly relevant when working with public sector agencies with multiple
responsibilities and limited staff. Awareness of the unit’s workload is
important in order to assess not only how it will affect the quality of
evaluation being conducted but also the opportunity cost of the evalu-
ation with respect to other efforts for which the unit is responsible.
There are several examples of evaluation efforts that were derailed
when key staff were called onto other projects and thus were not able to
implement the collection of data on schedule at the critical point in time
(such as a point during the school year or during agricultural season).
Such situations can be avoided through coordination with managers in
the unit responsible for the evaluation to ensure that a balance is
achieved with respect to the timing of various activities, as well as the
distribution of staff and resources across these activities. Alternatively,
it can be preferable to contract a private firm to carry out the evaluation
(discussed below).


Formation of the Evaluation Team


A range of skills is needed in evaluation work. The quality and eventual
utility of the impact evaluation can be greatly enhanced with coordina-
tion between team members and policymakers from the outset. It is there-
fore important to identify team members as early as possible, agree upon
roles and responsibilities, and establish mechanisms for communication
during key points of the evaluation. 


Among the core team is the evaluation manager, analysts (both econo-
mist and other social scientists), and, for evaluation designs involving
new data collection, a sampling expert, survey designer, fieldwork man-
ager and fieldwork team, and data managers and processors (for a com-
prehensive guide to designing and implementing surveys, see Grosh and
Muñoz 1996). Depending on the size, scope, and design of the study,
some of these responsibilities will be shared or other staffing needs may
be added to this core team. In cases in which policy analysts may not
have had experience integrating quantitative and qualitative approaches,
it may be necessary to spend additional time at the initial team building
stage to sensitize team members and ensure full collaboration. The broad
responsibilities of team members include the following:


• Evaluation manager—The evaluation manager is responsible for estab-
lishing the information needs and indicators for the evaluation (which
are often established with the client by using a logical framework
approach), drafting terms of reference for the evaluation, selecting the
evaluation methodology, and identifying the evaluation team. In many
cases, the evaluation manager will also carry out policy analysis.
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• Policy analysts—An economist is needed for the quantitative analysis,
as well as a sociologist or anthropologist for ensuring participatory
input and qualitative analysis at different stages of the impact evalua-
tion. Both should be involved in writing the evaluation report.


• Sampling expert—The sampling expert can guide the sample selection
process. For quantitative data, the sampling expert should be able to
carry out power calculations to determine the appropriate sample
sizes for the indicators established, select the sample, review the
results of the actual sample versus the designed sample, and incorpo-
rate the sampling weights for the analysis. For qualitative data, the
sampling expert should guide the sample selection process in coordi-
nation with the analysts, ensuring that the procedures established
guarantee that the correct informants are selected. The sampling
expert should also be tasked with selecting sites and groups for the
pilot test and will often need to be paired with a local information
coordinator responsible for collecting for the sampling expert data
from which the sample will be drawn.


• Survey designer—This could be a person or team, whose responsibili-
ty is designing the data collection instruments, accompanying manu-
als and codebooks, and coordinating with the evaluation manager(s)
to ensure that the data collection instruments will indeed produce the
data required for the analysis. This person or team should also be
involved in pilot testing and refining the questionnaires.


• Fieldwork manager and staff —The manager should be responsible for
supervising the entire data collection effort, from planning the routes for
the data collection to forming and scheduling the fieldwork teams, gen-
erally composed of supervisors and interviewers. Supervisors generally
manage the fieldwork staff (usually interviewers, data entry operators,
and drivers) and are responsible for the quality of data collected in the
field. Interviewers administer the questionnaires. In some cultures, it is
necessary to ensure that male and female interviewers carry out the sur-
veys and that they are administered separately for men and women.


• Data managers and processors—These team members design the data
entry programs, enter the data, check the data’s validity, provide the
needed data documentation, and produce basic results that can be ver-
ified by the data analysts. 


In building up the evaluation team, there are also some important deci-
sions that the evaluation manager must make about local capacity and the
appropriate institutional arrangements to ensure impartiality and quality
in the evaluation results. First is whether there is local capacity to imple-
ment the evaluation, or parts of it, and what kind of supervision and out-
side assistance will be needed. Evaluation capacity varies greatly from
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country to country, and although international contracts that allow for
firms in one country to carry out evaluations in another country are becom-
ing more common (one example is the Progresa evaluation being carried
out by the International Food and Policy Research Institute), the general
practice for World Bank–supported projects seems to be to implement the
evaluation using local staff while providing a great deal of international
supervision. Therefore, it is necessary to critically assess local capacity and
determine who will be responsible for what aspects of the evaluation effort.
Regardless of the final composition of the team, it is important to designate
an evaluation manager who will be able to work effectively with the data
producers as well as the analysts and policymakers using the data and the
results of the evaluation. If this person is not based locally, it is recom-
mended that a local manager be designated to coordinate the evaluation
effort in conjunction with the international manager. 


Second is whether to work with a private firm or public agency.
Private firms can be more dependable with respect to providing results
on a timely basis, but capacity building in the public sector is lost and
often private firms are understandably less amenable to incorporating
elements into the evaluation that will make the effort costlier. Whichever
counterpart or combination of counterparts is finally crafted, a sound
review of potential collaborators’ past evaluation activities is essential to
making an informed choice. 


And third is what degree of institutional separation to put in place
between the evaluation providers and the evaluation users. There is much
to be gained from the objectivity provided by having the evaluation carried
out independently of the institution responsible for the project being evalu-
ated. However, evaluations can often have multiple goals, including build-
ing evaluation capacity within government agencies and sensitizing pro-
gram operators to the realities of their projects once these are carried out in
the field. At a minimum, the evaluation users, who can range from policy-
makers in government agencies in client countries to NGO organizations,
bilateral donors, and international development institutions, must remain
sufficiently involved in the evaluation to ensure that the evaluation process
is recognized as being legitimate and that the results produced are relevant
to their information needs. Otherwise, the evaluation results are less likely
to be used to inform policy. In the final analysis, the evaluation manager and
his or her clients must achieve the right balance between involving the users
of evaluations and maintaining the objectivity and legitimacy of the results.


Data Development 


Having adequate and reliable data is a necessary input to evaluating pro-
ject impact. High-quality data are essential to the validity of the evalua-
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tion results. As discussed above, assessing what data exist is a first impor-
tant step before launching any new data collection efforts. Table 2.1 links
the basic evaluation methodologies with data requirements. Most of
these methodologies can incorporate qualitative and participatory tech-
niques in the design of the survey instrument, in the identification of
indicators, and in input to the identification of controls, variables used for
matching, or in instrumental variables.


Table 2.1  Evaluation Methods and Corresponding Data
Requirements


Data requirement Use of qualitative 
Method Minimal Ideal approach


Experimental or Single project           Baseline and 
randomized cross-section with follow-up 
controls and without surveys on 


beneficiaries both beneficiaries 
and nonbenefici-
aries. Allows for 
control of 
contemporaneous 
events, in addition 
to providing 
control for measur-
ing impact. (This 
allows for a 
difference-in-
difference 
estimation.)


Nonexperimen- Large survey, Large survey, and 
tal designs census, national smaller project-
a) Constructed budget, or LSMS based household
controls or type of surveyæt survey, both with
matching hat oversamples two points in time


beneficiaries to control for con-
temporaneous 
events


b) Reflexive Baseline and Time series or 
comparisons and follow-up on panel on 
double difference beneficiaries beneficiaries and 


comparable non-


• Inform design
of survey instru-
ment, sampling
• Identify indica-
tors
• Data collection
and recording
using


– Textual data
– Informal or 


semi-struc-
tured inter-
views


– Focus groups 
or community 
meetings


– Direct obser-
vation


– Participatory 
methods


– Photographs
– Triangulation
– Data analysis
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For evaluations that will generate their own data, there are the critical
steps of designing the data collection instruments, sampling, fieldwork,
data management, and data access. This section does not outline the step-
by-step process of how to undertake a survey but rather provides a brief
discussion of these steps. Some of the discussion in this section, notably
regarding sampling and data management, is more relevant to evalua-
tions based on the collection and analysis of larger-scale sample surveys
using quantitative data than for evaluations using qualitative data and
small sample sizes.


Deciding What to Measure. The main output and impact indicators
should be established in planning the evaluation, possibly as part of a
logical framework approach. To ensure that the evaluation is able to
assess outcomes during a period of time relevant to decisionmakers’
needs, a hierarchy of indicators might be established, ranging from short-
term impact indicators such as school attendance to longer-term indica-
tors such as student achievement. This ensures that even if final impacts
are not picked up initially, program outputs can be assessed. In addition,
the evaluator should plan on measuring the delivery of intervention as
well as taking account of exogenous factors that may have an effect on the
outcome of interest. 


Evaluation managers can also plan to conduct the evaluation across
several time periods, allowing for more immediate impacts to be picked
up earlier while still tracking final outcome measures. This was done in
the Nicaragua School Reform evaluation, in which the shorter-term
impact of the reform on parental participation and student and teacher


Table 2.1 (continued)


Data requirement Use of qualitative 
Method Minimal Ideal approach


beneficiaries
c) Statistical control Cross-section data Cross-section and 
or instrumental representative of time series 
variable beneficiary representative of 


population with both the beneficiary 
corresponding and nonbeneficiary 
instrumental population with 
variables corresponding 


instrumental variables


Sources: Adapted from Ezemenari, Rudqvist, and Subbarao (1999) and Bamberger
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attendance was established and the longer-term impacts on student
achievement are still being assessed. 


Information on the characteristics of the beneficiary population not
strictly related to the impact evaluation but of interest in the analysis
might also be considered, such as their level of poverty or their opinion
of the program. In addition, the evaluator may also want to include cost
measures in order to do some cost-effectiveness analysis or other com-
plementary assessments not strictly related to the impact evaluation.


The type of evaluation design selected for the impact evaluation will
also carry data requirements. These will be specific to the methodology,
population of interest, impact measures, and other elements of the eval-
uation. For example, if an instrumental variable approach (one of the
types of matched-comparison strategies) is to be used, the variable(s) that
will serve as the instrument to separate program participation from the
outcome measures must be identified and included in the data collection.
This was done for the Bolivian Social Investment Fund impact evalua-
tion, in which knowledge of the social fund and the presence of NGOs
were used as instrumental variables in assessing the impact of social fund
interventions.


It can be useful to develop a matrix for the evaluation, listing the ques-
tion of interest, the outcome indicators that will be used to assess the
results, the variable, and the source of data for the variable. This matrix
can then be used to review questionnaires and plan the analytical work
as was done in the evaluation of the Nicaragua Emergency Social
Investment Fund (see Annex 6).


Developing Data Collection Instruments and Approaches.
Developing appropriate data collection instruments that will generate
the required data to answer the evaluation questions can be tricky. This
will require having the analysts involved in the development of the
questions, in the pilot test, and in the review of the data from the pilot
test. Involving both the field manager and the data manager during the
development of the instruments, as well as local staff—preferably ana-
lysts who can provide knowledge of the country and the program—can
be critical to the quality of information collected (Grosh and Muñoz
1996.) It is also important to ensure thatthe data collected can be disag-
gregated by gender to explore the differential impact of specific pro-
grams and policies.


Quantitative evaluations usually collect and record information either
in a numeric form or as precoded categories. With qualitative evalua-
tions, information is generally presented as descriptive text with little or
no categorization. The information may include an individual’s respons-
es to open-ended interview questions, notes taken during focus groups,
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or the evaluator’s observations of events. Some qualitative studies use
the precoded classification of data as well (Bamberger, 2000). The range
of data collection instruments and their strengths and weaknesses are
summarized in table 2.2—the most commonly used technique being
questionnaires.


The responses to survey questionnaires can be very sensitive to design;
thus it is important to ensure that the structure and format are appropri-
ate, preferably undertaken by experienced staff. For example, the utility
of quantitative data has often been severely handicapped for simple
mechanical reasons, such as the inability to link data from one source to
another. This was the case in a national education assessment in one
country where student background data could not be linked to test score
results, which made it impossible to assess the influence of student char-
acteristics on performance or to classify the tests scores by students’ age,
gender, socioeconomic status, or educational history. 


For both qualitative and quantitative data collection, even experienced
staff must be trained to collect the data specific to the evaluation, and all
data collection should be guided by a set of manuals that can be used as
orientation during training and as a reference during the fieldwork.
Depending on the complexity of the data collection task, the case exam-
ples show that training can range from three days to several weeks. 


Pilot testing is an essential step because it will reveal whether the
instrument can reliably produce the required data and how the data col-
lection procedures can be put into operation. The pilot test should mimic
the actual fieldwork as closely as possible. For this reason, it is useful to
have data entry programs ready at the time of the pilot to test their func-
tionality as well as to pilot test across the different populations and geo-
graphical areas to be included in the actual fieldwork.


Sampling. Sampling is an art best practiced by an experienced sam-
pling specialist. The design need not be complicated, but it should be
informed by the sampling specialist’s expertise in the determination of
appropriate sampling frames, sizes, and selection strategies. (The discus-
sion on sampling included here refers primarily to issues related to eval-
uations that collect quantitative data from larger, statistically representa-
tive samples.) The sampling specialist should be incorporated in the eval-
uation process from the earliest stages to review the available informa-
tion needed to select the sample and determine whether any enumeration
work will be needed, which can be time consuming.


As with other parts of the evaluation work, coordination between the
sampling specialist and the evaluation team is important. This becomes
particularly critical in conducting matched comparisons because the sam-
pling design becomes the basis for the “match” that is at the core of the
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evaluation design and construction of the counterfactual. In these cases,
the sampling specialist must work closely with the evaluation team to
develop the criteria that will be applied to match the treatment and com-
parison groups. For example, in the evaluation of the Nicaragua school
autonomy reform project, autonomous schools were stratified by type of
school, enrollment, length of time in the reform, and location and
matched to a sample of nonautonomous schools by using the same strat-
ifications except length of time in the reform. This can be facilitated by
having a team member responsible for the data collection work assist the
sampling specialist in obtaining the required information, including data
on the selected outcome indicators for the power calculations (an esti-
mate of the sample size required to test for statistical significance
between two groups), a list of the population of interest for the sample
selection, and details on the characteristics of the potential treatment and
comparison groups important to the sample selection process. 


There are many tradeoffs between costs and accuracy in sampling that
should be made clear as the sampling framework is being developed. For
example, conducting a sample in two or three stages will reduce the costs
of both the sampling and the fieldwork, but the sampling errors and
therefore the precision of the estimates will be increased. 


Once the outcome variables and population(s) of interest have been
determined by the evaluation team, a first step for the sampling special-
ist would be to determine the power calculations (see Valadez and
Bamberger 1994, pp. 382–84, for a discussion of the power calculation
process). Since the power calculation can be performed using only one
outcome measure, and evaluations often consider several, some strategic
decisions will need to be made regarding which outcome indicator to use
when designing the sample. 


After developing the sampling strategy and framework, the sampling
specialist should also be involved in selecting the sample for the field-
work and the pilot test to ensure that the pilot is not conducted in an area
that will be included in the sample for the fieldwork. Often initial field-
work will be required as part of the sample selection procedure. For
example, an enumeration process will be required if there are no up-to-
date maps of units required for the sample (households, schools, and so
forth) or if a certain population of interest, such as malnourished chil-
dren, needs to be pre-identified so that it can be selected for the purpose
of the evaluation. 


Once the fieldwork is concluded, the sampling specialist should pro-
vide assistance on determining sampling weights to compute the expan-
sion factors and correct for sampling errors and nonresponse. (Grosh and
Muñoz 1996 provide a detailed discussion of sampling procedures as part
of household survey work. Kish 1965 is considered one of the standard
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textbooks in the sampling field.) And finally, the sampling specialist
should produce a sampling document detailing the sampling strategy,
including (a) from the sampling design stage, the power calculations
using the impact variables, the determination of sampling errors and
sizes, the use of stratification to analyze populations of interest; (b) from
the sample selection stage, an outline of the sampling stages and selection
procedures; (c) from the fieldwork stage to prepare for analysis, the rela-
tionship between the size of the sample and the population from which it
was selected, nonresponse rates, and other information used to inform
sampling weights; and any additional information that the analyst would
need to inform the use of the evaluation data. This document can be used
to maintain the evaluation project records and should be included with
the data whenever it is distributed to help guide the analysts in using the
evaluation data.


Questionnaires. The design of the questionnaire is important to the
validity of the information collected. There are four general types of
information required for an impact evaluation (Valadez and Bamberger
1994). These include 


• Classification of nominal data with respondents classified according to
whether they are project participants or belong to the comparison
group;


• Exposure to treatment variables recording not only the services and
benefits received but also the frequency, amount, and quality—assess-
ing quality can be quite difficult;


• Outcome variables to measure the effects of a project, including imme-
diate products, sustained outputs or the continued delivery of services
over a long period, and project impacts such as improved income and
employment; and


• Intervening variables that affect participation in a project or the type of
impact produced, such as individual, household, or community char-
acteristics—these variables can be important for exploring biases. 


The way in which the question is asked, as well as the ordering of the
questions, is also quite important in generating reliable information. A
relevant example is the measurement of welfare, which would be
required for measuring the direct impact of a project on poverty reduc-
tion. Asking individuals about their income level would not necessarily
yield accurate results on their level of economic well- being. As discussed
in the literature on welfare measurement, questions on expenditures,
household composition, assets, gifts and remittances, and the imputed
value of homegrown food and owner-occupied housing are generally
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used to capture the true value of household and individual welfare. The
time recall used for expenditure items, or the order in which these ques-
tions are asked, can significantly affect the validity of the information col-
lected. 


Among the elements noted for a good questionnaire are keeping it
short and focused on important questions, ensuring that the instructions
and questions are clear, limiting the questions to those needed for the
evaluation, including a “no opinion” option for closed questions to
ensure reliable data, and using sound procedures to administer the ques-
tionnaire, which may indeed be different for quantitative and qualitative
surveys. 


Fieldwork Issues. Working with local staff who have extensive expe-
rience in collecting data similar to that needed for the evaluation can
greatly facilitate fieldwork operations. Not only can these staff provide
the required knowledge of the geographical territory to be covered, but
their knowledge can also be critical to developing the norms used in
locating and approaching informants. Field staff whose expertise is in an
area other than the one required for the evaluation effort can present
problems, as was the case in an education evaluation in Nicaragua that
used a firm specializing in public opinion polling to conduct a school and
household survey. The expertise that had allowed this firm to gain an
excellent reputation based on its accurate prediction of improbable elec-
tion results was not useful for knowing how to approach school children
or merge quantitative data sets. This lack of expertise created substantial
survey implementation problems that required weeks of corrective action
by a joint team from the Ministry of Education and the World Bank.


The type of staff needed to collect data in the field will vary according
to the objectives and focus of the evaluation. For example, a quantitative
impact evaluation of a nutrition program might require the inclusion of
an anthropometrist to collect height-for-weight measures as part of a sur-
vey team, whereas the impact evaluation of an educational reform would
most likely include staff specializing in the application of achievement
tests to measure the impact of the reform on academic achievement. Most
quantitative surveys will require at least a survey manager, data manag-
er, field manager, field supervisors, interviewers, data entry operators,
and drivers. Depending on the qualitative approach used, field staff may
be similar with the exception of data entry operators. The skills of the
interviewers, however, would be quite different, with qualitative inter-
viewers requiring specialized training, particularly for focus groups,
direct observation, and so forth. 


Three other concerns are useful to remember when planning survey
operations. First, it is important to take into consideration temporal
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events that can affect the operational success of the fieldwork and the
external validity of the data collected, such as the school year calendar,
holidays, rainy seasons, harvest times, or migration patterns. Second, it is
crucial to pilot test data collection instruments, even if they are adapta-
tions of instruments that have been used previously, both to test the qual-
ity of the instrument with respect to producing the required data and to
familiarize fieldwork staff with the dynamics of the data collection
process. Pilot tests can also serve as a proving ground for the selection of
a core team of field staff to carry out the actual survey. Many experienced
data collectors will begin with 10 to 20 percent more staff in the pilot test
than will be used in the actual fieldwork and then select the best per-
formers from the pilot to form the actual data collection teams. Finally,
communications are essential to field operations. For example, if local
conditions permit their use, fieldwork can be enhanced by providing
supervisors with cellular phones so that they can be in touch with the sur-
vey manager, field manager, and other staff to answer questions and keep
them informed of progress.


Data Management and Access. The objectives of a good data man-
agement system should be to ensure the timeliness and quality of the
evaluation data. Timeliness will depend on having as much integration as
possible between data collection and processing so that errors can be ver-
ified and corrected prior to the conclusion of fieldwork. The quality of the
data can be ensured by applying consistency checks to test the internal
validity of the data collected both during and after the data are entered
and by making sure that proper documentation is available to the ana-
lysts who will be using the data. Documentation should consist of two
types of information: (a) information needed to interpret the data, includ-
ing codebooks, data dictionaries, guides to constructed variables, and
any needed translations; and (b) information needed to conduct the
analysis, which is often included in a basic information document that
contains a description of the focus and objective of the evaluation, details
on the evaluation methodology, summaries or copies of the data collec-
tion instruments, information on the sample, a discussion of the field-
work, and guidelines for using the data. 


It is recommended that the data produced by evaluations be made
openly available given the public good value of evaluations and the pos-
sible need to do additional follow-up work to assess long-term impacts
by a team other than the one that carried out the original evaluation
work. To facilitate the data-sharing process, at the outset of the evaluation
an open data access policy should be agreed upon and signed, establish-
ing norms and responsibilities for data distribution. An open data access
policy puts an added burden on good data documentation and protect-
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ing the confidentiality of the informants. If panel data are collected from
the same informants over time by different agencies, the informants will
have to be identified to conduct the follow-up work. This requirement
should be balanced against the confidentiality norms that generally
accompany any social sector research. One possible solution is to make
the anonymous unit record data available to all interested analysts but
ask researchers interested in conducting follow-up work to contact the
agency in charge of the data in order to obtain the listing of the units in
the sample, thereby giving the agency an opportunity to ensure quality
control in future work through contact with the researchers seeking to
carry it out. 


Analysis, Reporting, and Dissemination


As with other stages of the evaluation process, the analysis of the evalu-
ation data, whether quantitative or qualitative, requires collaboration
between the analysts, data producers, and policymakers to clarify ques-
tions and ensure timely, quality results. Problems with the cleaning and
interpretation of data will almost surely arise during analysis and require
input from various team members. 


Some of the techniques and challenges of carrying out quantitative
analysis based on statistical methods are included in chapter 3. There are
also many techniques for analyzing qualitative data (see Miles and
Huberman 1994). Although a detailed discussion of these methods is
beyond the scope of this handbook, two commonly used methods for
impact evaluation are mentioned—content analysis and case analysis
(Taschereau 1998). 


Content analysis is used to analyze data drawn from interviews, obser-
vations, and documents. In reviewing the data, the evaluator develops a
classification system for the data, organizing information based on (a) the
evaluation questions for which the information was collected; (b) how the
material will be used; and (c) the need for cross-referencing the informa-
tion. The coding of data can be quite complex and may require many
assumptions. Once a classification system has been set up, the analysis
phase begins, also a difficult process. This involves looking for patterns
in the data and moving beyond description toward developing an under-
standing of program processes, outcomes, and impacts. This is best car-
ried out with the involvement of team members. New ethnographic and
linguistic computer programs are also now available, designed to sup-
port the analysis of qualitative data. 


Case analysis is based on case studies designed for in-depth study of a
particular group or individual. The high level of detail can provide rich
information for evaluating project impact. The processes of collecting and
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analyzing the data are carried out simultaneously as evaluators make
observations as they are collecting information. They can then develop
and test explanations and link critical pieces of information.


Whether analyzing the quantitative or qualitative information, a few
other general lessons related to analysis, reporting, and dissemination
can also be drawn from the case examples in Annex 1. 


First, analysis commonly takes longer than anticipated, particularly if
the data are not as clean or accessible at the beginning of the analysis, if
the analysts are not experienced with the type of evaluation work, or if
there is an emphasis on capacity building through collaborative work. In
the review of the case studies considered for this article, the most rapid
analysis took approximately one year after producing the data and the
longer analysis took close to two years. The case in chapter 3 illustrates
some of the many steps involved in analysis and why it can take longer
than anticipated. 


Second, the evaluation manager should plan to produce several prod-
ucts as outputs from the analytical work, keeping in mind two elements.
The first is to ensure the timing of outputs around key events when deci-
sions regarding the future of the project will be made, such as mid-term
reviews, elections, or closings of a pilot phase. The second is the audience
for the results. Products should be differentiated according to the audience
for which they are crafted, including government policymakers, program
managers, donors, the general public, journalists, and academics. 


Third, the products will have the most policy relevance if they include
clear and practical recommendations stemming from the impact analysis.
These can be broken into short- and long-term priorities, and when pos-
sible, should include budgetary implications. Decisionmakers will be
prone to look for the “bottom line.”


Finally, the reports should be planned as part of a broader dissemina-
tion strategy, which can include presentations for various audiences,
press releases, feedback to informants, and making information available
on the Web. Such a dissemination strategy should be included in the ini-
tial stages of the planning process to ensure that it is included in the bud-
get and that the results reach the intended audience. 
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Chapter 3


Applying Analytical Methods for
Impact Evaluation: A Case Study*


This case study is based on a hypothetical antipoverty program,
PROSCOL, which provides cash transfers targeted to poor families with
school-age children in one region of a given developing country. The case
is intended to illustrate the analytical steps involved in carrying out an
impact evaluation and the options an analyst may face, with the process
applicable to any type of antipoverty program. In exploring how to go
about evaluating the impact of the program, the policy analyst makes
several common errors along the way, seeking input on specific topics
from the specialized skills of colleagues—a statistician, an economist, an
econometrics professor, and a sociologist. 


Among the analytical steps that the analyst goes through in the case
are identifying the questions to be addressed in the impact evaluation,
assessing data resources, taking a first look at the data, understanding
biases, learning about forgone income, adding control variables, under-
standing the importance of exogeneity, exploring better ways to form a
comparison group (propensity score matching), learning about biases
due to unobservables, reviewing what could have been done with a base-
line survey (double differences), using instrumental variables, testing the
various methodologies, incorporating input from the field, and planning
for future work.


Description of the Hypothetical Program, PROSCOL


The PROSCOL program identifies families eligible for participation using
various poverty proxies, which include the number of people in the
household, the education of the head, and various attributes of the
dwelling. PROSCOL pays a fixed amount per school-age child to all
selected households on the condition that the children attend 85 percent
of their school classes, which has to be verified by a note from the school.
Households must keep their children in school until 18 years of age. 


This program was introduced 12 months ago, is financed by the World
Bank, and operates out of the Ministry of Social Development. In an effort
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to assess PROSCOL’s impact on poverty in order to help determine
whether the program should be expanded to include the rest of the coun-
try or be dropped, the World Bank has requested an impact evaluation by
the Ministry of Finance. The request was to the Ministry of Finance so as
to help assure an independent evaluation and to help develop capacity
for this type of evaluation in a central unit of the government—close to
where the budgetary allocations are being made. 


Identifying the Questions to Be Addressed 
in the Impact Evaluation


The first step for the analyst in the Ministry of Finance assigned to the
task of carrying out the PROSCOL evaluation is to clarify which project
objectives will be looked at in evaluating impact. The project has two pol-
icy goals: the cash transfers aim to reduce current poverty, and by insist-
ing that transfer recipients keep their kids in school the program aims to
reduce future poverty by raising education levels among the current pop-
ulation of poor children. Two pieces of information would therefore be
needed about the program to assess impact. First, are the cash transfers
mainly going to low-income families? And second, how much is the pro-
gram increasing school enrollment rates?


Assessing Data Resources


To carry out the evaluation the analyst has two main resources. The
first is a report based on qualitative interviews with program adminis-
trators and focus groups of participants. It is not clear, however,
whether those interviewed were representative of PROSCOL partici-
pants, or how poor they were relative to those who were not picked for
the program and were not interviewed. The report says that the chil-
dren went to school, but it is possible that they might have also gone to
school if the program had not existed. Although this report is an
important start, it does not tell the analyst how poor PROSCOL partic-
ipants are and what impact the program has on schooling. The second
resource is a recent independent national household survey carried out
by the country’s Bureau of Statistics, called the Living Standards
Survey (LSS). The LSS included a random sample of 10,000 households
and asked about household incomes by source, employment, expendi-
tures, health status, education attainments, and demographic and
other attributes of the family. The survey had incorporated a question
on whether or not the sampled household had participated in
PROSCOL and a line item for money received from PROSCOL in the
listing of income sources. 
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Taking a First Look at the Data


The analyst then proceeds with obtaining the raw LSS data set to focus on
assessing who is benefiting from the program. She uses a statistical soft-
ware package such as SPSS or SAS to generate a cross-tabulation of the
average amount received from PROSCOL by household deciles, where
the deciles are formed by ranking all households in the sample according
to their income per person. In calculating the latter, the analyst decides to
subtract any monies received from PROSCOL as a good measure of
income in the absence of the program with the intent of identifying who
gained according to his or her preintervention income. 


The cross-tabulation suggests that the cash transfers under the pro-
gram are quite well-targeted to the poor. By the country’s official pover-
ty line, about 30 percent of the population in the Northwest is poor. From
the table, calculations show that the poorest 30 percent of the survey sam-
ple receive 70 percent of the PROSCOL transfers. At first glance, this
appears to be a positive result. 


The next question is about the impact on schooling. This is looked at
through a cross-tabulation of average school enrollment rates of various
age groups for PROSCOL families versus non-PROSCOL families. This
suggests almost no difference between the two; the average enrollment
rate for kids aged 6 to 18 is about 80 percent in both cases. The analyst
then calculates average years of schooling at each age, and the results are
plotted separately for PROSCOL families and non-PROSCOL families.
This shows that the two figures are not identical, but they are very close.
At this stage, the analyst wonders whether there was really no impact on
schooling, or whether the approach is wrong. 


Understanding Biases


With this uncertainty the analyst next seeks input from a senior statistician
to explore why the results suggest that PROSCOL children are no more like-
ly to be in school than non-PROSCOLchildren. The statistician hypothesizes
that the results may have a serious bias. In order to assess program impact,
we need to know what would have happened without the program. Yet the
analyst has not accounted for this; instead the non-PROSCOL families are
used as the comparison group for inferring what the schooling of the
PROSCOL participants would have been if the program had not existed. 


In other words, Pi denotes PROSCOL participation of the ith child.
This can take two possible values, namely Pi = 1 if the child participates
in PROSCOL and Pi = 0 if he or she does not. If the ith child does not par-
ticipate, then its level of schooling is S0i, which stands for child i’s school-
ing S when P = 0. If the child does participate then its schooling is S1i. Its
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gain in schooling due to PROSCOL is S1I–S0i. The gain for the ith child
who participates (P =1) is then 


Gi = S1i – S0i | Pi = 1.


The | stands for “given that” or “conditional on” and is needed to make
it clear that the calculation is the gain for a child who actually participat-
ed. If one wants to know the average gain, this is simply the mean of all
the G’s, which gives the sample mean gain in schooling among all those
who participated in PROSCOL. As long as this mean is calculated cor-
rectly (using the appropriate sample weights from the survey), it will pro-
vide an unbiased estimate of the true mean gain. The latter is the “expect-
ed value” of G, and it can be written as


G = E(S1i – S0i | Pi = 1).


This is another way of saying “mean.” However, it need not be exact-
ly equal to the mean calculated from the sample data, given that there
will be some sampling error. In the evaluation literature, E(S1I – S0i | PI =
1) is sometimes called the “treatment effect” or the “average treatment
effect on the treated.” In this case PROSCOL is considered the treatment. 


The statistician points out to the analyst that she has not calculated G,
but rather the difference in mean schooling between children in
PROSCOL families and those in non-PROSCOL families. This is the sam-
ple estimate of 


D = E(S1i | P = 1) – E(S0i | P = 0).


There is a simple identity linking the D and G, namely: 


D = G + B.


This term “B” is the bias in the estimate, and it is given by


B = E(S0i | Pi = 1) – E(S0i | Pi = 0).


In other words, the bias is the expected difference in schooling without
PROSCOL between children who did in fact participate in the program
and those who did not. This bias could be corrected if E(S0i | Pi = 1) were
known, but it is not possible to even get a sample estimate of that. One
cannot observe what the schooling would have been of children who
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actually participated in PROSCOL had they not participated; that is miss-
ing data—also called a “counterfactual” mean.


This bias presents a major concern. In the absence of the program,
PROSCOL parents may well send their children to school less than do
other parents. If so, then there will be a bias in the calculation. Going back
to the original evaluation questions, we are interested in the extra school-
ing due to PROSCOL. Presumably this only affects those families who
actually participate. In other words, we need to know how much less
schooling could be expected without the program. If there is no bias, then
the extra schooling under the program is the difference in mean school-
ing between those who participated and those who did not. Thus the bias
arises if there is a difference in mean schooling between PROSCOL par-
ents and non-PROSCOL parents in the absence of the program.


To eliminate this bias, the best approach would be to assign the pro-
gram randomly. Then participants and nonparticipants will have the
same expected schooling in the absence of the program, that is, E(S0i | Pi =
1) = E(S0i | Pi = 0). The schooling of nonparticipating families will then cor-
rectly reveal the counterfactual, that is, the schooling that we would have
observed for participants had they not had access to the program. Indeed,
random assignment will equate the whole distribution, not just the
means. There will still be a bias owing to sampling error, but for large
enough samples one can safely assume that any statistically significant
difference in the distribution of schooling between participants and non-
participants is attributable to the program.


Within the existing design of the program, it is clear that participation
is not random. Indeed, it would be a serious criticism of PROSCOL to find
that it was. The very fact of its purposive targeting to poor families, which
are presumably less likely to send their kids to school, would create bias.


This raises the question, if PROSCOL is working well then we should
expect participants to have worse schooling in the absence of the pro-
gram. Then E(S0i | Pi = 1) < E(S0i | Pi = 0) and the analysts’ original calcu-
lation will underestimate the gain from the program. We may find little
or no benefit even though the program is actually working well.


The analyst now realizes that the magnitude of this bias could be
huge. Suppose that poor families send their kids to work rather than
school; because they are poor and cannot borrow easily, they need the
extra cash now. Nonpoor families send their kids to school. The pro-
gram selects poor families, who then send their kids to school. One
observes negligible difference in mean schooling between PROSCOL
families and non-PROSCOL families; indeed, E(S1i | Pi = 1) = E(S0i | Pi =
0) in expectation. But the impact of the program is positive, and is given
by E(S0i | Pi = 0) – E(S0i | Pi = 1). The failure to take account of the pro-
gram’s purposive, pro-poor targeting could well have led to a substan-
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tial underestimation of PROSCOL’s benefits from the analyst’s compar-
ison of mean schooling between PROSCOL families and non-PROSCOL
families.


Learning about Forgone Income


The analyst next shows the results of her cross-tabulation of amounts
received from PROSCOL against income to another colleague, an econo-
mist in the Ministry of Finance. The economist raises a main concern—
that the gains to the poor from PROSCOL have been clearly overestimat-
ed because foregone income has been ignored. Children have to go to
school if the family is to get the PROSCOL transfer; thus they will not be
able to work, either in the family business or in the labor market. For
example, children aged 15 to 18 can earn two-thirds or more of the adult
wage in agriculture and construction. PROSCOL families will lose this
income from their children’s work. This foregone income should be taken
into account when the net income gains from the program are calculated.
And this net income gain should be subtracted, not the gross transfer, to
work out preintervention income. This will also matter in determining
how poor the family would have been in the absence of the PROSCOL
transfer. The current table, therefore, might greatly overstate the pro-
gram’s gains to the poor. 


The analyst wonders why she should factor out the forgone income
from child labor, assuming that less child labor is a good thing. The econ-
omist highlights that she should look at the gains from reducing child
labor, of which the main gain is the extra schooling, and hence higher
future incomes, for currently poor families. The analyst has produced
tables that reflect the two main ways PROSCOL reduces poverty: by
increasing the current incomes of the poor and by increasing their future
incomes. The impact on child labor matters to both, but in opposite direc-
tions; thus PROSCOL faces a tradeoff. 


This highlights why it is important to get a good estimate of the impact
on schooling; only then will it be possible to determine the forgone
income. It is, for example, possible that the extra time at school comes out
of nonwork time. 


With regard to the second cross-tabulation, the main concern raised by
the economist is that there is no allowance for all the other determinants
of schooling, besides participation in PROSCOL. The economist suggests
running a regression of years of schooling on a set of control variables as
well as whether or not the child’s family was covered by PROSCOL. For
the ith child in the sample let


Si = a + bPi + cXi + εi .
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Here a, b, and c are parameters; X stands for the control variables, such
as age of the child, mother’s and father’s education, the size and demo-
graphic composition of the household, and school characteristics; and ε is
a residual that includes other determinants of schooling and measure-
ment errors. The estimated value of b gives you the impact of PROSCOL
on schooling. 


Note that if the family of the ith child participates in PROSCOL, then
P = 1 and so its schooling will be a + b + cXi + εi. If it does not participate,
then P = 0 and so its schooling will be a + cXi + εi. The difference between
the two is the gain in schooling due to the program, which is just b.


Adding Control Variables


As suggested, the analyst next runs a regression with and without the
control variables. When it is run without them, the results show that the
estimated value of b is not significantly different from zero (using the
standard t-test given by the statistical package). These results look very
similar to the first results, taking the difference in means between partic-
ipants and nonparticipants—suggesting that PROSCOL is not having any
impact on schooling. However, when several control variables are includ-
ed in the regression, there is a positive and significant coefficient on
PROSCOL participation. The calculation shows that by 18 years of age
the program has added two years to schooling. 


The analyst wonders why these control variables make such a differ-
ence? And are the right controls being used? She next visits her former
econometrics professor and shows him her regressions. His first concern
related to the regression of schooling on P and X is that it does not allow
the impact of the program to vary with X; the impact is the same for
everyone, which does not seem very likely. Parents with more schooling
would be more likely to send their children to school, so the gains to them
from PROSCOL will be lower. To allow the gains to vary with X, let mean
schooling of nonparticipants be a0 + c0Xi while that of participants is a1 +
c1Xi, so the observed level of schooling is


Si = (a1 + c1Xi + ε1i)Pi + (a0 + c0Xi + ε0i)(1 – Pi) 


where ε0 and ε1 are random errors, each with means of zero and uncor-
related with X. To estimate this model, it is necessary to add an extra term
for the interaction effects between program participation and observed
characteristics to the regression already run. Thus the augmented regres-
sion is


Si = a0 + (a1 – a0)Pi + c0Xi + (c1 – c0)PiXi + εi
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where εi = ε1iPi + ε0i (1 – Pi). Then (a1 – a0) + (c1 – c0)X is the mean pro-
gram impact at any given value of X. If the mean X in the sample of par-
ticipants is used, then it will give the mean gain from the program.


Understanding the Importance of Exogeneity


A second concern raised by the econometrics professor is in how the
regression has been estimated. In using the regress command in the sta-
tistical package, ordinary least squares (OLS), there is concern because
the OLS estimates of the parameters will be biased even in large samples
unless the right-hand-side variables are exogenous. Exogeneity means
that the right-hand-side variables are determined independently of
schooling choices and so they are uncorrelated with the error term in the
schooling regression. Because participation in the program was purpo-
sively targeted, PROSCOL’s participation is not exogenous. This can
affect the calculation of the program’s impact as follows: The equation for
years of schooling is 


Si = a + bPi + cXi + εi.


The value of a + b + cXi + εi was used as the estimate of the ith house-
hold’s schooling when it participates in PROSCOL, while a + cXi + εi was
used to estimate schooling if it does not participate. Thus the difference,
b, is the gain from the program. However, in making this calculation the
implicit assumption is that εi was the same either way. In other words, the
assumption was that ε was independent of P, which would affect the cal-
culation of the program’s impact. 


This highlights the bias due to nonrandom program placement, which
may also be affecting the estimate based on the regression model sug-
gested earlier by the economist (Si = a + bPi + cXi + εi). This may not, how-
ever, mean that the results will be completely wrong. 


The econometrics professor clarifies this with an explicit equation for
P, namely,


Pi = d + eZi + νi


where Z is several variables that include all the observed “poverty
proxies” used for PROSCOL targeting. There will also be some purely
random error term that influences participation; these are poverty prox-
ies that are not in the data, and there will also have been mistakes in
selecting participants that end up in this ν term. This equation is linear,
yet P can only take two possible values, 0 and 1. Predicted values
between zero and one are acceptable, but a linear model cannot rule out
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the possibility of negative predicted values, or values over one. There are
nonlinear models that can deal with this problem, but to simplify the dis-
cussion it will be easiest to confine attention to linear models. 


There is a special case in which the above OLS regression of S on P and
X will give an unbiased estimate of b. That is when X includes all the vari-
ables in Z that also influence schooling, and the error term ν is uncorre-
lated with the error term ε in the regression for schooling. This is some-
times called “selection on observables” in the evaluation literature.


Suppose that the control variables X in the earlier regression for
schooling include all the observed variables Z that influence participation
P and ν is uncorrelated with ε (so that the unobserved variables affecting
program placement do not influence schooling conditional on X). This
has then eliminated any possibility of P being correlated with ε. It will
now be exogenous in the regression for schooling. In other words, the key
idea of selection on observables is that there is some observable X such
that the bias vanishes conditional on X.


Adding the control variables to the regression of schooling on
PROSCOL participation made a big difference because the X must
include variables that were among the poverty proxies used for targeting,
or were correlated with them, and they are variables that also influenced
schooling. This, however, only works if the assumptions are valid. There
are two problems to be aware of. First, the above method breaks down if
there are no unobserved determinants of participation; in other words if
the error term ν has zero variance, and all of the determinants of partici-
pation also affect schooling. Then there is no independent variation in
program participation to allow one to identify its impact on schooling; it
is possible to predict P perfectly from X, and so the regression will not
estimate. This problem is unlikely to arise often, given that there are
almost always unobserved determinants of program placement.


The second problem is more common, and more worrying in this case.
The error term ε in the schooling regression probably contains variables that
are not found in the survey but might well influence participation in the
program, that is, they might be correlated with the error term í in the par-
ticipation equation. If that is the case then E(ε X, P) ≠ 0, and ordinary regres-
sion methods will still be biased when regressions for schooling are esti-
mated. Thus the key issue is the extent of the correlation between the error
term in the equation for participation and that in the equation for schooling. 


Exploring Better Ways to Form a Comparison Group—
Propensity Score Matching


With further input from the professor, the analyst learns there are better
ways to form a comparison group. The objective is to compare schooling
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levels conditional on observed characteristics. If the sample groups are
divided into groups of families with the same or similar values of X, one
compares the conditional means for PROSCOL and non-PROSCOL fam-
ilies. If schooling in the absence of the program is independent of partic-
ipation, given X, then the comparison will give an unbiased estimate of
PROSCOL’s impact. This is sometimes called “conditional indepen-
dence,” and it is the key assumption made by all comparison-group
methods. 


Thus, a better way to select a comparison group, given the existing
data, is to use as a control for each participant a nonparticipant with the
same observed characteristics. This could, however, be very hard because
the data set could have a lot of those variables. There may be nobody
among the nonparticipants with exactly the same values of all the
observed characteristics for any one of the PROSCOL participants. 


A statistical approach, propensity score matching, provides techniques
for simplifying the problem greatly. Instead of aiming to ensure that the
matched control for each participant has exactly the same value of X, the
same result can be achieved by matching on the predicted value of P,
given X, which is called the propensity score of X. Rosenbaum and Rubin
(1983) show that if (in this case) schooling without PROSCOL is indepen-
dent of participation given X, then participants are also independent of
participation given the propensity score of X. Since the propensity score
is just one number, it is far easier to control for it than X, which could be
many variables. And yet propensity score matching is sufficient to elimi-
nate the bias provided there is conditional independence given X.


In other words, one first regresses P on X to get the predicted value of
P for each possible value of X, which is then estimated for the whole sam-
ple. For each participant, one should find the nonparticipant with the
closest value of this predicted probability. The difference in schooling is
then the estimated gain from the program for that participant.


One can then take the mean of all those differences to estimate the
impact. Or take the mean for different income groups. This, however,
requires caution in how the model of participation is estimated. A linear
model could give irregular predicted probabilities, above one, or nega-
tive. It is better to use the LOGIT command in the statistical package. This
assumes that the error term ν in the participation equation has a logistic
distribution, and estimates the parameters consistent with that assump-
tion by maximum likelihood methods. This is based on the principles of
the maximum likelihood estimation of binary response models.


Another issue to be aware of is that some of the nonparticipants may
have to be excluded as potential matches right from the start. In fact there
are some recent results in the literature in econometrics indicating that
failure to compare participants and controls at common values of match-
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ing variables is a major source of bias in evaluations (see Heckman and
others 1998). 


The intuition is that one wants the comparison group to be as similar
as possible to the treatment group in terms of the observables, as sum-
marized by the propensity score. We might find that some of the nonpar-
ticipant sample has a lower propensity score than any of those in the
treatment sample. This is sometimes called called “lack of common sup-
port.” In forming the comparison group, one should eliminate those
observations from the set of nonparticipants to ensure that only gains
over the same range of propensity scores are being compared. One
should also exclude those nonparticipants for whom the probability of
participating is zero. It is advisable to trim a small proportion of the sam-
ple, say 2 percent, from the top and bottom of the nonparticipant distrib-
ution in terms of the propensity scores. Once the participants have been
identified and nonparticipants have been identified over a common
matching region, it is recommended to take an average of (say) the five or
so nearest neighbors in terms of the absolute difference in propensity
scores (box 3.1).
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Box 3.1  Steps in Propensity Score Matching


The aim of matching is to find the closest comparison group from a
sample of nonparticipants to the sample of program participants.
“Closest” is measured in terms of observable characteristics. If there
are only one or two such characteristics then matching should be
easy. But typically there are many potential characteristics. The
main steps in matching based on propensity scores are as follows:


Step 1: You need a representative sample survey of eligible non-
participants as well as one for the participants. The larger the sam-
ple of eligible nonparticipants the better, to facilitate good matching.
If the two samples come from different surveys, then they should be
highly comparable surveys (same questionnaire, same interviewers
or interviewer training, same survey period, and so on).


Step 2: Pool the two samples and estimate a logit model of pro-
gram participation as a function of all the variables in the data that
are likely to determine participation. 


Step 3: Create the predicted values of the probability of partici-
pation from the logit regression; these are called the “propensity
scores.” You will have a propensity score for every sampled partic-
ipant and nonparticipant. 
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Next, all the variables in the data set that are, or could proxy for, the
poverty indicators that were used in selecting PROSCOL participants
should be included. Again, X should include the variables in Z. This,
however, brings out a weakness of propensity score matching. With
matching, a different X will yield a different estimate of impact. With ran-
domization, the ideal experiment, the results do not depend on what X
you choose. Nor does randomization require that one specify a model for
participation, whether a logit or something else. Box 3.1 summarizes the
steps for doing propensity score matching.
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Step 4: Some in the nonparticipant sample may have to be exclud-
ed at the outset because they have a propensity score that is outside
the range (typically too low) found for the treatment sample. The
range of propensity scores estimated for the treatment group should
correspond closely to that for the retained subsample of nonpartici-
pants. You may also want to restrict potential matches in other ways,
depending on the setting. For example, you may want to allow only
matches within the same geographic area to help ensure that the
matches come from the same economic environment.


Step 5: For each individual in the treatment sample, you now
want to find the observation in the nonparticipant sample that has
the closest propensity score, as measured by the absolute difference
in scores. This is called the “nearest neighbor.” You can find the five
(say) nearest neighbors. 


Step 6: Calculate the mean value of the outcome indicator (or
each of the indicators if there is more than one) for the five nearest
neighbors. The difference between that mean and the actual value
for the treated observation is the estimate of the gain due to the pro-
gram for that observation.


Step 7: Calculate the mean of these individual gains to obtain the
average overall gain. This can be stratified by some variable of inter-
est, such as income, in the nonparticipant sample.


This is the simplest form of propensity score matching.
Complications can arise in practice. For example, if there is over-
sampling of participants, you can use choice-based sampling meth-
ods to correct for this (Manski and Lerman 1977); alternatively you
can use the odds ratio (p/(1 – p), where p is the propensity score) for
matching. Instead of relying on the nearest neighbor you can
instead use all the nonparticipants as potential matches but weight
them differently, according to how close they are (Heckman and
others 1998). 
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Learning about Biases Due to Unobservables


Even after forming the comparison group, the analyst cannot be sure that
this will give a much better estimate of the programs’ impact. The meth-
ods described above will only eliminate the bias if there is conditional
independence, such that the unobservable determinants of schooling—
not included in the set of control variables X—are uncorrelated with pro-
gram placement. There are two distinct sources of bias, that due to dif-
ferences in observables and that due to differences in unobservables; the
latter is often called ”selection bias.” Box 3.2 elaborates on this difference.


Going back to the professor’s last equation shows that conditional
independence will hold if P is exogenous, for then E(εi | Xi, Pi) = 0.
However, endogenous program placement due to purposive targeting
based on unobservables will still leave a bias. This is sometimes called
selection on observables. Thus the conditions required for justifying the
method raised earlier by the economist are no less restrictive than those
needed to justify a version of the first method based on comparing
PROSCOL families with non-PROSCOL families for households with
similar values of X. Both rest on believing that these unobservables are
not jointly influencing schooling and program participation, conditional
on X.


Intuitively, one might think that careful matching reduces the bias, but
that is not necessarily so. Matching eliminates part of the bias in the first
naïve estimate of PROSCOL’s impact. That leaves the bias due to any
troublesome unobservables. However, these two sources of bias could be
offsetting—one positive, the other negative. Heckman and others (1998)
make this point. So the matching estimate could well have more bias than
the naïve estimate. One cannot know on a priori grounds how much bet-
ter off one is with even a well-chosen comparison group, which is an
empirical question.


Reviewing What Could Have Been Done with a Baseline
Survey—Double Difference Estimates


The analyst next inquires whether there would be another method
besides randomization that is robust to these troublesome unobservables.
This would require baseline data for both the participants and nonpartic-
ipants, collected before PROSCOL started. The idea is that data are col-
lected on outcomes and their determinants both before and after the pro-
gram is introduced, along with data for an untreated comparison group
as well as the treatment group. It is then possible to just subtract the dif-
ference between the schooling of participants and the comparison group
before the program is introduced from the difference after the program.
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Box 3. 2  Sources of Bias in Naïve Estimates of
PROSCOL’s Impact


The bias described by the statistician is the expected difference in
schooling without PROSCOL between families selected for the pro-
gram and those not chosen. This can be broken down into two
sources of bias:


• Bias due to differences in observable characteristics. This can
come about in two ways. First, there may not be common sup-
port. The “support” is the set of values of the control variables for
which outcomes and program participation are observed. If the
support is different between the treatment sample and the com-
parison group then this will bias the results. In effect, one is not
comparing like with like. Second, even with common support the
distribution of observable characteristics may be different within
the region of common support; in effect the comparison group
data is misweighted. Careful selection of the comparison group
can eliminate this source of bias. 


• Bias due to differences in unobservables. The term selection bias
is sometimes confined solely to this component (though some
authors use that term for the total bias in a nonexperimental eval-
uation). This source of bias arises when, for given values of X,
there is a systematic relationship between program participation
and outcomes in the absence of the program. In other words,
there are unobserved variables that jointly influence schooling
and program participation conditional on the observed variables
in the data.


There is nothing to guarantee that these two sources of bias will
work in the same direction. So eliminating either one of them on its
own does not mean that the total bias is reduced in absolute value.
That is an empirical question. In one of the few studies to address
this question, the true impact, as measured by a well-designed
experiment, was compared with various nonexperimental estimates
(Heckman and others 1998). The bias in the naïve estimate was
huge, but careful matching of the comparison group based on
observables greatly reduced the bias. 
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This is called the “double difference” estimate, or “difference in differ-
ences.” This will deal with the troublesome unobserved variables pro-
vided they do not vary over time.


This can be explained by adding subscripts to the earlier equation so
that the schooling after the program is introduced:


Sia = a + bPi + cXia + εia.


Before the program, in the baseline survey, school attainment is
instead


Sib = a + cXib + εib.


(Of course P = 0 before the program is introduced.) The error terms
include an additive time invariant effect, so we can write them as


εit = ηi + µit (for t = a,b) 


where ηi is the time invariant effect, which is allowed to be correlated
with Pi, and µit is an innovation error, which is not correlated with Pi (or Xi). 


The essential idea here is to use the baseline data to reveal those
problematic unobservables. Notice that since the baseline survey is for
the same households as we have now, the ith household in the equation
for Sia is the same household as the ith in the equation for Sib. We can
then take the difference between the “after” equation and the “before”
equation:


Sia – Sib = bPi + c(Xia – Xib) + µia  – µib.


It is now possible to regress the change in schooling on program par-
ticipation and the changes in X. OLS will give you an unbiased estimate
of the program’s impact. The unobservables—the ones correlated with
program participation—have been eliminated.


Given this, if the program placement was based only on variables,
both observed and unobserved, that were known at the time of the base-
line survey, then it would be reasonable to assume that the η’s do not
change between the two surveys. This would hold as long as the prob-
lematic unobservables are time invariant. The changes in schooling over
time for the comparison group will reveal what would have happened to
the treatment group without the program.


This would require knowing the program well and being able to time
the evaluation surveys so as to coordinate with the program. Otherwise
there are bound to be unobserved changes after the baseline survey that
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influence who gets the program. This would create 0’s that changed
between the two surveys.


This last equation can be interpreted as meaning that the child and
household characteristics in X are irrelevant to the change in schooling if
those characteristics do not change over time. But the gain in schooling
may depend on parents’ education (and not just any change in their edu-
cation), and possibly on where the household lives, because this will
determine the access to schools. There can also be situations in which the
changes over time in the outcome indicator are influenced by the initial
conditions. Then one will also want to control for differences in initial
conditions. This can be done by simply adding Xa and Xb in the regres-
sion separately so that the regression takes the form


Sia – Sib = bPi + caXia + cbXib + µia – µib.


Even if some (or all) variables in X do not vary over time one can still
allow X to affect the changes over time in schooling.


The propensity score matching method discussed above can help
ensure that the comparison group is similar to the treatment group before
doing the double difference. In an interesting study of an American
employment program, it was found that failure to ensure that compar-
isons were made in a region of common support was a major source of
bias in the double-difference estimate in comparison with a randomized
control group. Within the region of common support, however, the bias
conditional on X did not vary much over time. Thus taking the double
difference makes sense, after the matching is done (see Heckman and oth-
ers (1998).


However, in practice, following up on households in surveys can be
difficult. It may not be easy to find all those households that were origi-
nally included in the baseline survey. Some people in the baseline survey
may not want to be interviewed again, or they may have moved to an
unknown location. 


If dropouts from the sample are purely random, then the follow-up sur-
vey will still be representative of the same population in the baseline sur-
vey. However, if there is some systematic tendency for people with certain
characteristics to drop out of the sample, then there will be a problem. This
is called “attrition bias.” For example, PROSCOL might help some poor
families move into better housing. And even when participant selection
was solely based on information available at or about the baseline date (the
time-invariant effect 0i), selected participants may well drop out voluntar-
ily on the basis of changes after that date. Such attrition from the treatment
group will clearly bias a double-difference estimate of the program’s
impact. Box 3.3 outlines the steps to form a double-difference estimate.
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Using Instrumental Variables 


Given that there is no baseline survey of the same households to do the
double-difference method, the professor recommends another methodol-
ogy to get an estimate that is robust to the troublesome unobservables—
an “instrumental variable.” 


An instrumental variable is the classic solution for the problem of an
endogenous regressor. An instrumental variable is an observable source
of exogenous variation in program participation. In other words, it is cor-
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Box 3.3  Doing a Double Difference


The double-difference method entails comparing a treatment group
with a comparison group (as might ideally be determined by the
matching method in box 3.2) both before and after the intervention.
The main steps are as follows: 


Step 1: You need a baseline survey before the intervention is in
place, and the survey must cover both nonparticipants and partici-
pants. If you do not know who will participate, you have to make
an informed guess. Talk to the program administrators.


Step 2: You then need one or more follow-up surveys after the
program is put in place. These should be highly comparable to the
baseline surveys (in terms of the questionnaire, the interviewing,
and so forth). Ideally, the follow-up surveys should be of the same
sampled observations as the baseline survey. If this is not possible
then they should be the same geographic clusters or strata in terms
of some other variable.


Step 3: Calculate the mean difference between the after and
before values of the outcome indicator for each of the treatment and
comparison groups. 


Step 4: Calculate the difference between these two mean differ-
ences. That is your estimate of the impact of the program. 


This is the simplest version of double difference. You may also
want to control for differences in exogenous initial conditions or
changes in exogenous variables, possibly allowing for interaction
effects with the program (so that the gain from the intervention is
some function of observable variables). A suitable regression model
can allow these variations. 
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related with P but is not already in the regression for schooling and is not
correlated with the error term in the schooling equation, ε. So one must
have to have at least one variable in Z that is not in X and is not correlat-
ed with ε. Then the instrumental variables estimate of the program’s
impact is obtained by replacing P with its predicted value conditional on
Z. Because this predicted value depends solely on Z (which is exogenous)
and Z is uncorrelated with ε, it is now reasonable to apply OLS to this
new regression.


Since the predicted values depend only on the exogenous variation
due to the instrumental variable and the other exogenous variables, the
unobservables are no longer troublesome because they will be uncorre-
lated with the error term in the schooling regression. This also suggests
another, more efficient, way to deal with the problem. Remember that the
source of bias in the earlier estimate of the program’s impact was the cor-
relation between the error term in the schooling equation and that in the
participation equation. This is what creates the correlation between par-
ticipation and the error term in the schooling equation. Thus a natural
way to get rid of the problem when one has an instrumental variable is to
add the residuals from the first-stage equation for participation to the
equation for schooling but keeping actual participation in the schooling
regression. However, since we have now added to the schooling regres-
sion the estimated value of the error term from the participation equa-
tion, it is possible to treat participation as exogenous and run OLS. This
only works if there is a valid instrument. If not, the regression will not
estimate because the participation residual will be perfectly predictable
from actual participation and X, in a linear model. 


An instrumental variable can also help if there is appreciable mea-
surement error in the program participation data, another possible source
of bias. Measurement error means that there is the possibility that pro-
gram participation varies more than it actually does. This overestimation
in the variance of P leads naturally to an underestimation of its coefficient
b. This is called attenuation bias because this bias attenuates the estimat-
ed regression coefficient.


Although an instrumental variable can be extremely useful, in practice
caution is necessary. When the actual participation is just replaced with
its predicted value and OLS is run, this will not give the correct standard
errors because the computer will not know that previously estimated
parameters to obtain the predicted values had to be used. A correction to
the OLS standard errors is required, though there are statistical packages
that allow one to do this easily, at least for linear models. 


If there was a dependent variable, however, that could only take two
possible values, at school or not at school for instance, then one should use
a nonlinear binary response model, such as logit or probit. The principle
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of testing for exogeneity of program participation is similar in this case.
There is a paper by Rivers and Vuong (1988) that discusses the problem for
such models; Blundell and Smith (1993) provide a useful overview of var-
ious nonlinear models in which there is an endogenous regressor. 


Testing the Methodologies


When the analyst begins to think about identifying an instrumental vari-
able she realizes that this is not a straightforward process. Every possi-
bility she has come up with could also be put in with the variables in X.
The problem is finding a valid “exclusion restriction” that justifies
putting some variable in the equation for participation but not in the
equation for schooling. 


The analyst decides to try the propensity score matching method. The
logit model of participation looks quite sensible and suggests that
PROSCOL is well targeted. Virtually all of the variables that one would
expect to be associated with poverty have positive, and significant, coef-
ficients. The analyst then does the propensity score matching. In a com-
parison of the mean school enrollment rates, the results show that chil-
dren of the matched-comparison group had an enrollment rate of 60 per-
cent compared with 80 percent for PROSCOL families. 


To account for the issue of forgone income, the analyst draws on an
existing survey of child labor that asked about earnings. (In this devel-
oping country, there is an official ban on children working before they are
16 years of age, but the government has a hard time enforcing it; nonethe-
less, child wages are a sensitive issue.) From this survey, the earnings that
a child would have had if he or she had not gone to school can be deter-
mined. 


It is then possible to subtract from PROSCOL’s cash payment to par-
ticipants the amount of forgone income and thus work out the net income
transfer. Subtracting this net transfer from total income, it is possible to
work out where the PROSCOL participants come from in the distribution
of preintervention income. They are not quite as poor as first thought
(ignoring forgone income) but they are still poor; for example, two-thirds
of them are below country’s official poverty line. 


Having calculated the net income gain to all participants, it is now pos-
sible to calculate the poverty rate with and without PROSCOL. The
postintervention poverty rate (with the program) is, simply stated, the
proportion of the population living in households with an income per
person below the poverty line, where “income” is the observed income
(including the gross transfer receipts from PROSCOL). This can be calcu-
lated directly from the household survey. By subtracting the net income
gain (cash transfer from PROSCOL minus forgone income from chil-
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dren’s work) attributed to PROSCOL from all the observed incomes, the
results show a new distribution of preintervention incomes. The poverty
rate without the program is then the proportion of people living in poor
households, based on this new distribution. The analyst finds that the
observed poverty rate in the Northwest of 32 percent would have been 36
percent if PROSCOL had not existed. The program allows 4 percent of the
population to escape poverty now. The schooling gains mean that there
will also be both pecuniary and nonpecuniary gains to the poor in the
future. In the process of measuring poverty, the analyst remembers learn-
ing that the proportion of people below the poverty line is only a basic
measure because it tells you nothing about changes below the line (see
Box 3.4). She then calculates both the poverty gap index and the squared
poverty gap index, and the results suggest that these have also fallen as
a result of PROSCOL.
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Box 3.4  Poverty Measures


The simplest and most common poverty measure is the headcount
index. In this case, it is the proportion of the population living in
households with income per person below the poverty line. (In
other countries, it is a consumption-based measure, which has some
advantages; for discussion and references see Ravallion 1994.)


The headcount index does not tell us anything about income dis-
tribution below the poverty line: a poor person may be worse off
but the headcount index will not change, nor will it reflect gains
among the poor unless they cross the poverty line.


A widely used alternative to the headcount index is the poverty
gap (PG) index. The poverty gap for each household is the differ-
ence between the poverty line and the household’s income; for
those above the poverty line the gap is zero. When the poverty gap
is normalized by the poverty line, and one calculates its mean over
all households (whether poor or not), one obtains the poverty gap
index.


The poverty gap index will tell you how much impact the pro-
gram has had on the depth of poverty, but it will not reflect any
changes in distribution among the poor caused by the program. For
example, if the program entails a small gain to a poor person who is
above the mean income of the poor, at the expense of an equal loss
to someone below that mean, then PG will not change. 


(Box continues on the following page.)
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In this calculation, the analyst also recognizes that there is some uncer-
tainty about the country’s poverty line. To test the results, she repeats the
calculation over a wide range of poverty lines, finding that at a poverty line
for which 50 percent of the population are poor based on the observed
postintervention incomes, the proportion would have been 52 percent
without PROSCOL. At a poverty line that 15 percent fail to reach with the
program, the proportion would have been 19 percent without it. By repeat-
ing these calculations over the whole range of incomes, the entire “pover-
ty incidence curves” have been traced, with and without the program. This
is also called the “cumulative distribution function” (see Box 3.5).
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Box 3.4 (continued)


There are various “distribution-sensitive” measures that will
reflect such changes in distribution among the poor. One such mea-
sure is the “squared poverty gap” (Foster, Greer, and Thorbecke
1984). This is calculated the same way as PG except that the indi-
vidual poverty gaps as a proportion of the poverty line are squared
before taking the mean (again over both poor and nonpoor).
Another example of a distribution-sensitive poverty measure is the
Watts index. This is the mean of the log of the ratio of the poverty
line to income, where that ratio is set to one for the nonpoor.
Atkinson (1987) describes other examples in the literature.


Box 3.5  Comparing Poverty with and without the
Program


Using the methods described in the main text and earlier boxes, one
obtains an estimate of the gain to each household. In the simplest
evaluations this is just one number. But it is better to allow it to vary
with household characteristics. One can then summarize this infor-
mation in the form of poverty incidence curves (PICs), with and
without the program.


Step 1: The postintervention income (or other welfare indicator)
for each household in the whole sample (comprising both partici-
pants and nonparticipants) should already exist; this is data. You
also know how many people are in each household. And, of course,
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you know the total number of people in the sample (N; or this might
be the estimated population size, if inverse sampling rates have
been used to “expend up” each sample observation). 


Step 2: You can plot this information in the form of a PIC. This
gives (on the vertical axis) the percentage of the population living in
households with an income less than or equal to that value on the
horizontal axis. To make this graph, you can start with the poorest
household, mark its income on the horizontal axis, and then count up
on the vertical axis by 100 times the number of people in that house-
hold divided by N. The next point is the proportion living in the two
poorest households, and so on. This gives the postintervention PIC.


Step 3: Now calculate the distribution of income preintervention.
To get this you subtract the estimated gain for each household from
its postintervention income. You then have a list of postintervention
incomes, one for each sampled household. Then repeat Step 2. You
will then have the preintervention PIC. 


If we think of any given income level on the horizontal axis as a
poverty line, then the difference between the two PICs at that point
gives the impact on the head-count index for that poverty line (box
3.4). Alternatively, looking horizontally gives you the income gain
at that percentile. If none of the gains are negative then the postin-
tervention PIC must lie below the preintervention one. Poverty will
have fallen no matter what poverty line is used. Indeed, this also
holds for a very broad class of poverty measures; see Atkinson
(1987). If some gains are negative, then the PICs will intersect. The
poverty comparison is then ambiguous; the answer will depend on
which poverty lines and which poverty measures one uses. (For fur-
ther discussion see Ravallion 1994.) You might then use a priori
restrictions on the range of admissible poverty lines. For example,
you may be confident that the poverty line does not exceed some
maximum value, and if the intersection occurs above that value
then the poverty comparison is unambiguous. If the intersection
point (and there may be more than one) is below the maximum
admissible poverty line, then a robust poverty comparison is only
possible for a restricted set of poverty measures. To check how
restricted the set needs to be, you can calculate the poverty depth
curves (PDCs). These are obtained by simply forming the cumula-
tive sum up to each point on the PIC. (So the second point on the
PDC is the first point on the PIC plus the second point, and so on.) 


(Box continues on the following page.)
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Incorporating Input from the Field


In the implementation of every program, there is insight from beneficia-
ries and program administrators that may or may not be reflected in pro-
gram data. For example, in this case the perception of those working in
the field is that the majority of PROSCOL families are poor and that the
program indeed provides assistance. When the analyst discusses this
with a sociologist working with the program, she learns of some uncer-
tainty in the reality of forgone income and the issue of work. The sociol-
ogist discusses that in the field one observes many children from poor
families who work as well as go to school, and that some of the younger
children not at school do not seem to be working. The analyst realizes
that this requires some checking on whether there is any difference in the
amount of child labor done by PROSCOL children versus that done by a
matched-comparison group. This data, however, is not available in the
household survey, though it would be possible to present the results with
and without the deduction for forgone income.


The sociologist also has noticed that for a poor family to get on
PROSCOL it matters a lot which school-board area (SBA) the family lives
in. All SBAs get a PROSCOL allocation from the center, even SBAs that
have very few poor families. If one is poor but living in a well-to-do SBA,
they are more likely to get help from PROSCOL than if they live in a poor
SBA. What really matters then, is relative poverty—relative to others in
the area in which one lives—which matters much more than the absolute
level of living.


This allocation would influence participation in PROSCOL, but one
would not expect it to matter to school attendance, which would depend
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Box 3.5 (continued)


If the PDCs do not intersect then the program’s impact on pover-
ty is unambiguous as long as one restricts attention to the poverty
gap index or any of the distribution-sensitive poverty measures
described in box 3.4. If the PDCs intersect then you can calculate the
“poverty severity curves” with and without the program by form-
ing the cumulative sums under the PDCs. If these do not intersect
over the range of admissible poverty lines, then the impact on any
of the distribution-sensitive poverty measures in box 3.4 is unam-
biguous. 
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more on one’s absolute level of living, family circumstances, and charac-
teristics of the school. Thus the PROSCOL budget allocation across SBAs
can be used as instrumental variables to remove the bias in the estimates
of program impact. 


There is information on which SBA each household belongs to in the
household survey, the rules used by the center in allocating PROSCOL
funds across SBAs, and how much the center has allocated to each SBA.
Allocations are based on the number of school-age children, with an
“adjustment factor” for how poor the SBA is thought to be. However, the
rule is somewhat vague. 


The analyst attempts to take these points into account, and reruns the
regression for schooling, but replacing the actual PROSCOL participation
by its predicted value (the propensity score) from the regression for par-
ticipation, which now includes the budget allocation to the SBA. It helps
to already have as many school characteristics as possible in the regres-
sion for attendance. Although school characteristics do not appear to
matter officially to how PROSCOL resources are allocated, any omitted
school characteristics that jointly influence PROSCOL allocations by SBA
and individual schooling outcomes will leave a bias in the analyst’s
instrumental variable estimates. Although there is always the possibility
of bias, with plenty of geographic control variables this method should at
least offer a credible comparator to the matching estimate. 


From the results it is determined that the budget allocation to the SBA
indeed has a significant positive coefficient in the logit regression for
PROSCOL participation. Now (predicted) PROSCOL participation is sig-
nificant in a regression for school enrollment, in which all the same vari-
ables from the logit regression are included except the SBA budget allo-
cation. The coefficient implies that the enrollment rate is 15 percentage
points higher for PROSCOL participants than would have otherwise
been the case. A regression is also run for years of schooling, for boys
and girls separately. For either boys or girls of 18 years, the results indi-
cate that they would have dropped out of school almost two years earli-
er if it had not been for PROSCOL. This regression, however, raises ques-
tions—whether the right standard errors are being used and whether lin-
ear models should be used. 


Planning for Future Work


Finally, the analyst is ready to report the results of the evaluations. They
show that PROSCOL is doing quite well, and as a result the policymak-
ers show interest in expanding the program. From the process the analyst
has gone through in carrying out the evaluation, she has a few important
observations:
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• Impact evaluation can be much more difficult than first anticipated; 
• It is possible to come up with a worryingly wide range of estimates,


depending on the specifics of the methodology used; 
• It is good to use alternative methods in the frequent situations of less-


than-ideal data, though each method has pitfalls; and 
• One has to be eclectic about data. 


In addition to the lessons the analyst has learned, she has a few key
recommendations for future evaluation work of PROSCOL. First, it
would be desirable to randomly exclude some eligible PROSCOL fami-
lies in the rest of the country and then do a follow-up survey of both the
actual participants and those randomly excluded from participating. This
would give a more precise estimate of the benefits. It would, however, be
politically sensitive to exclude some. Yet if the program does not have
enough resources to cover the whole country in one go, and the program
will have to make choices about who gets it first, it would indeed be
preferable to make that choice randomly, among eligible participants.
Alternatively, it would be possible to pick the schools or the school board
areas randomly, in the first wave. This would surely make the choice of
school or school board area a good instrumental variable for individual
program placement.


Second, if this is not feasible, it is advisable to carry out a baseline sur-
vey of areas in which there are likely to be high concentrations of
PROSCOL participants before the program starts in the South. This could
be done at the same time as the next round of the national survey that
was used for evaluating the PROSCOL program. It would also be good to
add a few questions to the survey, such as whether the children do any
paid work.


And third, it would be useful to include qualitative work, to help form
hypotheses to be tested and assess the plausibility of key assumptions
made in the quantitative analysis.


Note


1.  See Heckman, Lalonde, and Smith (1999), and Abadie, Angrist, and Imbens
(1998) for discussion on quartile treatment effects.
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Chapter 4


Drawing on “Good Practice”
Impact Evaluations* 


The previous chapters have presented the key methods, issues, and chal-
lenges that can arise in evaluating project impact. In reviewing the case
studies listed in table 4.1 many illustrative examples emerge from inter-
esting approaches in the design, use of data, choice, and application of
analytical methods used, and in-country capacity building. These exam-
ples, as well as a discussion of the costs of evaluations and the political
economy issues that may arise in implementation, are highlighted below.


The 15 case studies included in the review were chosen from a range
of evaluations carried out by the World Bank, other donor agencies,
research institutions, and private consulting firms. They were selected as
a sample of “good practice” for their methodological rigor, attempting to
reflect a range of examples from different sectors and regions. Although
each impact evaluation has its strengths and weaknesses, the lessons
learned from these experiences should help the project manager or poli-
cy analyst intending to design and implement future work. 


Early and Careful Planning of the Evaluation Design


Adequate preparation during the beginning stages of project identifica-
tion will ensure that the right information is collected and that the find-
ings can be used for mid-course adjustments of project components. With
early and careful planning it is possible to incorporate all the elements
that contribute to a rigorous impact evaluation, such as a baseline survey
with a randomized control group, and qualitative data on the processes
that may affect impact. 


Uganda Nutrition and Early Childhood Development Project. This
evaluation, though still not yet under implementation, provides an excel-
lent example of early and careful planning (see World Bank 1998a; Garcia,
Alderman, and Rudqvist 1999). The project itself focuses on strengthening
the ability of parents and communities to care for children by providing
them with knowledge on better childcare practices and by enhancing
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* This chapter draws on the best practice case studies in annex I and overview
pieces prepared by Gillette Hall and Julia Lane, and Subbarao and others (1999).
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opportunities to increase income. It is community-based and implement-
ed by a network of nongovernmental organizations (NGOs). The evalua-
tion component, which was integrated into the project cycle from day one,
approaches the ideal in terms of evaluation design. First, it generates base-
line and follow-up survey data, along with a randomized control group,
so that the program’s impact on beneficiary outcomes can be rigorously
assessed. Second, it enhances this quantitative component with a partici-
patory (qualitative) monitoring and evaluation (M&E) process.


On the quantitative side, the project was designed to allow for an exper-
imental study design in which parishes will be randomly assigned into
treatment and control groups. Health cards will then be used to record data
on the child’s weight in treatment and control parishes. In addition, the
baseline household survey will be conducted before services are delivered
to the communities, as well as a follow-up survey of the same households
two years later. A rapid review of these data is expected to inform the deci-
sion to scale up some components of the intervention during the midterm
review of the project. A deeper analysis of the data at the end of the project
will guide the design of the second phase of the project.


Ghana Credit with Education Project. The evaluation of this project
was very complex, with many intermediate steps. The project combines
elements of a group lending scheme with education on the basics of
health, nutrition, birth timing and spacing, and small business skills. The
evaluation generally focuses on assessing the nutritional status of chil-
dren, women’s economic capacity to invest in food and health care,
women’s knowledge and adoption of breast feeding, and weaning. It
begins with a very clear conceptual framework, which is illustrated
below. This schematic clearly delineates the inputs, intermediate benefits,
and long-term outcomes in a way that both facilitates the development of
several models and their interpretation. By carefully planning the evalu-
ation and working with a schematic at an early stage, it was possible to
clarify many points in a relatively complex design (see annex 1.6).


Approaches to Evaluation When There Is No Baseline


In practice, many evaluations do not have adequate data. Evaluations are
added after it is possible to do a baseline survey or in the absence of com-
parison groups. Some examples of this are the Bangladesh Food for
Education, Mexico PROBECAT, Czech Active Labor Programs, and
Argentina TRABAJAR evaluations. Without a baseline, the controls must
be constructed by using the matching methods discussed in the previous
chapters. This can, however, be quite tricky. The propensity score match-
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(Text continues on page 71.)
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ing technique used in the Argentina TRABAJAR project to construct a
control group with cross-sectional data on program participants and non-
participants provides a good example.


The TRABAJAR II Project in Argentina. This project was focused on
providing employment at low wages in small social and economic infra-
structure subprojects selected by community groups. The impact evalua-
tion of the program was designed to assess whether the incomes of pro-
gram participants were higher than they would have been had the pro-
gram not been in place. The most commonly used methods to estimate
household income without the intervention were not feasible in the case
of the TRABAJAR program: no randomization had taken place to con-
struct a control group to use in comparing the income of project benefi-
ciaries; and no baseline survey was available, ruling out the possibility of
conducting a before-and-after evaluation. 


The TRABAJAR evaluation instead used existing data to construct a
comparison group by matching program participants to nonparticipants
from the national population over a set of socioeconomic variables such
as schooling, gender, housing, subjective perceptions of welfare, and
membership in political parties and neighborhood associations by using
a technique called propensity scoring. The study demonstrates resource-
ful use of existing national household survey data—(the Encuesta de
Desarrollo Social (EDS)—in generating the comparison group, combined
with a smaller survey of TRABAJAR participants conducted specifically
for the purposes of the evaluation. The smaller survey was carefully
designed so that it used the same questionnaire as the EDS and the same
interview teams and was conducted at approximately the same time in
order to successfully conduct the matching exercise. This technique was
possible in the TRABAJAR case because a national household survey was
being canvassed and the evaluators could take advantage of this survey
to oversample TRABAJAR participants. The same interview teams were
used for both the national and project surveys, resulting in efficiency
gains in data collection (see annex 1.1). 


Czech Labor Market Programs Evaluation. This evaluation attempted
to cover five active labor programs to (a) determine whether participants
in the different programs were more successful in reentering the labor mar-
ket than were nonparticipants and whether this varied across subgroups
and with labor market conditions; and (b) determine the cost-effectiveness
of each program and make suggestions for improvements. The evaluation
used a matching technique because no baseline data were collected. The
evaluators surveyed participants and then chose a random sample of non-
participants. Since the nonparticipants were systematically older and less
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educated, the evaluators needed to construct a reasonable comparison
group for each program. This was done by taking each participant in turn
and comparing them to each individual in the nonparticipant pool on the
basis of seven characteristics: age, gender, education, number of months
employed prior to registration, town size, marital status, and last employ-
ment type. The closest match was then put into the comparison group.
Although this approach is straightforward, there is the potential for selec-
tion bias—that the nonparticipant group is systematically different from
the participant group on the basis of unobservables (annex 1.5).


Dealing with Constraints on Developing Good Controls


At times, randomization or experimental controls are possible but not
politically feasible. In this case, the randomization can be carried out by
taking advantage of any plans to pilot the project in certain restricted
areas. Areas in which the project will be piloted can initially be randomly
selected, with future potential project areas as controls. Over time, addi-
tional communities can be randomly included in the project. Three exam-
ples illustrate how to handle a situation in which randomization was
politically or otherwise infeasible. In Vietnam, a rural transport project
will be evaluated with limited information and no randomization. The
Honduras Social Investment Fund provides an example of how to con-
struct a control group in demand-driven projects, using an ex post
matched comparison based on a single cross-section of data. Evaluating
demand-driven projects can be particularly difficult given that it is not
known which projects or communities will participate in the project ahead
of time. And third, the evaluation of the Bolivian Social Investment Fund
in the Chaco Region provides a good example of how to incorporate ran-
domization in demand-driven projects in a way that allows targeting. 


The Vietnam Rural Roads Project. This project aims at reducing
poverty in rural areas by improving access to rural communities and link-
ing them to the district and provincial road networks. The design of the
impact evaluation centers on baseline and follow-up survey data collect-
ed for a sample of project and comparison-group communities identified
through matched-comparison techniques. Baseline and postintervention
information on indicators such as commune-level agricultural produc-
tion yields, income source diversification, employment opportunities,
availability of goods, services and facilities, and asset wealth and distrib-
ution will be collected from a random sample of project (treatment) and
nonproject (comparison) communes. These data will be used to compare
the change in outcomes before and after the intervention between project
and nonproject communes using “double differencing.” 
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Ideally, treatment and comparison communes should be equivalent in
all their observed and unobserved characteristics, the only difference
between them being that treatment communes benefit from the interven-
tion whereas comparison communes do not. Since random assignment to
treatment and comparison groups had not taken place, and the requisite
data to make informed choices on appropriate controls were not available
at the time of sample selection, random samples of project communes
and nonproject communes were drawn. Specifically, project communes
were selected from a list of all communes with proposed projects in each
province. Next, comparison communes were selected from a list of all
remaining communes without proposed projects but in the same districts
as treatment communes. Using information collected for the evaluation,
propensity score matching techniques will then be used to ensure that
selected nonproject communes are appropriate comparison groups. Any
controls with unusual attributes relative to the treatment communes will
be removed from the sample (annex 1.15).


Honduran Social Investment Fund. The Honduran Social Investment
Fund (FHIS) (see World Bank 1998b) aims to improve the living conditions
for marginal social groups by financing small-scale social and economic
infrastructure subprojects. The FHIS is a demand-driven institution that
responds to initiatives from municipalities, government ministries, NGOs,
and community groups by providing financing for investments in infra-
structure, equipment, and training. The impact evaluation of the FHIS
uses matched-comparison techniques, drawing the treatment group sam-
ple randomly from a list of communities in which FHIS projects have been
in operation for at least one year. The comparison group, by contrast, was
selected from a list of “pipeline” projects—those that have been requested
and approved but for which the FHIS investment has not yet taken place.
In theory, comparison-group communities are automatically matched to
project communities according to the self-selection process and FHIS pro-
ject approval criteria. A household survey was then conducted in both
treatment and comparison-group communities, complemented by a qual-
itative evaluation component (focus groups and interviews with key
informants) conducted in a subset of treatment communities. This initial
evaluation is a first step toward establishing an ongoing M&E system that
will be eventually integrated into FHIS operations. In particular, the data
collected from communities with pipeline projects will become a useful
baseline from which to track future changes in impact indicators, after
FHIS investment takes place. 


Educational Investments in the Chaco Region of Bolivia. Education
projects financed by the Bolivian Social Investment Fund (SIF) are aimed
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at upgrading physical facilities and training teachers in rural public
school. Delays in the implementation of the project in the Chaco Region
and limited funds for school upgrading provided an opportunity to use
an experimental evaluation design while also ensuring that the neediest
schools benefit from the project. Schools in the Chaco Region were
ranked according to a school quality index based on the sum of five
school infrastructure and equipment indicators: electric lights, sewerage,
water source, desks per student, and square meters of space per student.
Only schools below a particular cutoff value were eligible for a SIF inter-
vention. Among eligible facilities, the worst-off schools were automati-
cally selected to benefit from investments financed by SIF. The next high-
est priority group contained 120 schools, but funds were available to
upgrade only less than half of them. Thus, eligible schools in this second
priority group were randomly assigned to treatment or comparison
groups, providing the conditions for an experimental evaluation design
(Annex 1.4). 


Combining Methods


For most evaluations, more than one technique is required to achieve
robust results that address several evaluation questions. Each question
may necessitate different techniques, even within one project design.
Three examples illustrate how several techniques were combined in one
evaluation; the Bolivia Social Fund, the TRABAJAR Evaluation in
Argentina, and the Nicaragua School Reform. 


The Bolivia Social Fund. Social funds generally include several dif-
ferent types of subprojects, and thus designing an evaluation can involve
several approaches. In the Bolivia Social fund, the pattern of project
implementation dictated evaluation methods. In the case of education,
schools that were to receive the intervention had already been identified;
therefore randomization could not be used. Instead, matching methods
were adopted. In the case of health projects, reflexive methods were used
because the intervention was to be implemented in all health centers in
the region (see Annex 1.4). 


Using a Broad Mix of Evaluation Components—Argentina TRABA-
JAR II. The TRABAJAR evaluation includes an array of components
designed to assess how well the program is achieving its policy objec-
tives. The first component draws on household survey data to assess the
income gains to TRABAJAR participants. The second component moni-
tors the program’s funding allocation (targeting), tracking changes over
time as a result of reform. This component generates twice-yearly feed-
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back used to refine program targeting. Additional evaluation compo-
nents include a cost-benefit analysis of infrastructure projects, and social
assessments designed to provide community feedback on project imple-
mentation. Each of these components has been conducted twice. Three
future components are planned. The matched-comparison research tech-
nique will be applied again to assess the impact of TRABAJAR program
participation on labor market activity. Infrastructure project quality will
be reassessed, this time for projects that have been completed for at least
one year to evaluate durability, maintenance, and utilization rates.
Finally, a qualitative research component will investigate program oper-
ations and procedures by interviewing staff members in agencies that
sponsor projects as well as program beneficiaries. 


The evaluation results provide clear direction to policy reform. The
first evaluation component reveals that the TRABAJAR program is high-
ly successful at targeting the poor—self-selection of participants by offer-
ing low wages is a strategy that works in Argentina, and participants do
experience income gains as a result of participation. The second compo-
nent finds that the geographic allocation of program funding has
improved over time—the program is now more successful at directing
funds to poor areas; however, the ongoing evaluation process indicates
that performance varies and is persistently weak in a few provinces, find-
ings to which further policy attention is currently being directed.
Disappointing evaluation results on infrastructure project quality have
generated tremendous efforts by the project team at improving perfor-
mance in this area through policy reform—insisting on more site visits for
evaluation and supervision, penalizing agencies with poor performance
at project completion, and strengthening the evaluation manual. And
finally, the social assessments uncovered a need for better technical assis-
tance to NGOs and rural municipalities during project preparation and
implementation, as well as greater publicity and transparency of infor-
mation about the TRABAJAR program (Annex 1.1).


Nicaragua’s School Autonomy Reform. In 1993, the Nicaraguan
Government took decisive steps to implement a major decentralization
initiative in the education sector granting management and budgetary
autonomy to selected primary and secondary schools. The goal of the
reforms is to enhance student learning: as school management becomes
more democratic and participatory, local school management and spend-
ing patterns can be allocated toward efforts that directly improve peda-
gogy and boost student achievement. The impact of this reform has been
evaluated by using a combination of quantitative and qualitative tech-
niques to asses the outcome as well as the process of decentralization. The
purpose of the qualitative component is to illuminate whether or not the
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intended management and financing reforms are actually taking place in
schools, and why or why not. The quantitative component fleshes out
these results by answering the question, “Do changes in school manage-
ment and financing actually produce better learning outcomes for chil-
dren?” The qualitative results show that successful implementation of the
reforms depends largely on school context and environment (that is,
poverty level of the community), whereas the quantitative results indi-
cate that increased decisionmaking by schools is in fact significantly asso-
ciated with improved student performance. 


Different but complementary methodologies and data sources were
used to combine both approaches. On the one hand, the quantitative eval-
uation followed a quasi-experimental design in which test scores from a
sample of students in autonomous schools (treatment group) are com-
pared with results from a matched sample of nonautonomous public
schools and private schools (comparison group). Data for this component
of the evaluation were collected from a panel of two matched school-
household surveys and student achievement test scores. The qualitative
evaluation design, on the other hand, consisted of a series of key infor-
mant interviews and focus group discussions with different school-based
staff and parents in a subsample of the autonomous and traditional
schools included in the quantitative study. 


Using both qualitative and quantitative research techniques generated
a valuable combination of useful, policy-relevant results. The quantita-
tive work provided a broad, statistically valid overview of school condi-
tions and outcomes; the qualitative work enhanced these results with
insight into why some expected outcomes of the reform program had
been successful while others had failed and hence helped guide policy
adjustments. Furthermore, because it is more intuitive, the qualitative
work was more accessible and therefore interesting to Ministry staff,
which in turn facilitated rapid capacity building and credibility for the
evaluation process within the ministry (Annex 1.11).


Exploiting Existing Data Sources


Existing data sources such as a national household survey, census, pro-
gram administrative record, or municipal data can often provide valuable
input to evaluation efforts. Drawing on existing sources reduces the need
for costly data collection for the sole purpose of evaluation, as illustrated
in the case of the Vietnam Rural Roads evaluation. Furthermore,
although existing data may not contain all of the information one would
ideally collect for purposes of the evaluation, innovative evaluation tech-
niques can often compensate for missing data, as shown in the Kenya
National Agricultural Extension Project.
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The Vietnam Rural Roads Project. The data used in this evaluation
draw on an effective mix of existing national and local data sources with
surveys conducted specifically for the purposes of the evaluation. The
evaluation household survey is efficiently designed to replicate a num-
ber of questions in the Vietnam Living Standards Survey so that, draw-
ing on information common to both surveys, regression techniques can
be used to estimate each household’s position in the national distribu-
tion of welfare.


The evaluation draws extensively on commune-level data collected
annually by the communes covering demographics, land use, and pro-
duction activities. This data source is augmented with a commune-level
survey conducted for the purposes of the evaluation. Two additional
databases were set up using existing information. An extensive province-
level database was established to help understand the selection of the
provinces into the project. This database covers all of Vietnam’s provinces
and has data on a wide number of socioeconomic variables. Finally, a pro-
ject-level database for each of the project areas surveyed was also con-
structed in order to control for the magnitude of the project and the
method of implementation in assessing project impact (Annex 1.15). 


The Kenya National Extension Project (NEP). The performance of the
Kenya National Extension Project (NEP) has been controversial and is
part of the larger debate on the cost-effectiveness of the training and visit
(T&V) approach to agricultural extension services. In the Kenyan context,
the debate has been elevated by, on the one hand, very high estimated
returns to T&V reported in one study (Bindlish, Evenson, and Gbetibouo
1993, 1997) and, on the other, the lack of convincing visible results,
including the poor performance of Kenyan agriculture in recent years. 


The disagreement over the performance of NEP has persisted pending
the results of this evaluation, which was designed to take a rigorous,
empirical approach to assessing the program’s institutional development
and impact on agricultural performance. The evaluation uses a mix of
qualitative and quantitative methods to ask highly policy-relevant ques-
tions and reveals serious weaknesses in the program: (a) The institution-
al development of NEP has been limited, and after 15 years there is little
improvement in the effectiveness of its services; (b) the quality and quan-
tity of service provision are poor; and (c) extension services have only a
small positive impact on farm efficiency and none on farm productivity.


The evaluation is able to draw an array of concrete policy conclusions
from these results, many of which are relevant to the design of future agri-
cultural extension projects. First, the evaluation reveals a need to enhance
T&V targeting, focusing on areas and groups where the impact is likely to
be greatest. Furthermore, advice needs to be carefully tailored to meet


77DRAWING ON “GOOD PRACTICE” IMPACT EVALUATIONS


02-Evaluating Impacts  5/23/00 5:42 AM  Page 77







farmer demands, taking into account variations in local technological and
economic conditions. Successfully achieving this level of service targeting
calls for appropriate flows of timely and reliable information—hence a
program M&E system generating a constant flow of feedback from bene-
ficiaries on service content. In order to raise program efficiency, a leaner
and less intense T&V presence with wider coverage is likely to be more
cost-effective. The program’s blanket approach to service delivery, using a
single methodology (farm visits) to deliver standard messages, also limits
program efficiency. Institutional reform is likely to enhance the effective-
ness of service delivery. Decentralization of program design, including
participatory mechanisms that give voice to the farmer (such as cost shar-
ing and farmer organizations) should become an integral part of the deliv-
ery mechanism. Finally, cost recovery, even if only partial, would provide
appropriate incentives, address issues of accountability and quality con-
trol, make the service more demand-driven and responsive, and provide
some budgetary improvement (Annex 1.8).


Costs and Financing


There are no doubt many costs involved in carrying out an impact eval-
uation, which explains why some countries are reluctant to finance such
studies. These costs include data collection and the value of staff time for
all the members of the evaluation team. Financing for an impact evalua-
tion can come from within a project, other government resources, a
research grant, or an outside donor. Information for a sample of World
Bank evaluations shows that although many countries assumed the
majority of the evaluation costs, the successful implementation of an
impact evaluation required substantial outside resources beyond those
provided for in a project’s loan or credit. These resources came from a
combination of the following sources: (a) a World Bank loan or credit
financing for the data collection and processing; (b) the government,
through the salaries paid to local staff assigned to the evaluation effort (as
explained in table 4.1, these staff costs have not been included in the cal-
culation of the evaluation costs conducted for the cases reviewed here
because of data limitations); (c) World Bank research grants and bilateral
donor grants that financed technical assistance from consultants with
specific expertise required for the evaluation; and (d) the World Bank
overhead budget through the staff time provided to guide the impact
evaluation and often actively participate in the analytical work. 


Although few impact evaluations document the cost of carrying out
the work, table 4.2 provides cost estimates for a sample of impact evalu-
ations with World Bank involvement. These cost estimates do not, how-
ever, include the value of the staff time contributed by client country
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counterparts (which can be significant) because this information was
unavailable. As a benchmark, in the 8 cases above it was not unusual to
have up to five staff assigned to the evaluation effort for several years, a
level of effort sufficient to substantially raise the cost of the evaluation in
many of the cases.


Table 4.2  Summary of Estimated Costs from Several World
Bank Impact Evaluations


Cost as Cost as     Breakdown of Evaluation Costs (%)
Estimated % of % of IBRD


cost total loan or World Data
of evaluation project IDA Bank Consul- collec-


Project ($)a costb creditb Travelc staff tants tion


Nicaragua 
School-Based 
Management 495,000 1.26 1.5 8.1 18.1 39.0 34.8
El Salvador 
School-Based 
Management 443,000 0.60 1.3 7.7 7.4 25.8 59.2
Colombia 
Voucher 
Program 266,000 0.20 0.3 9.4 9.8 21.8 59.0
Honduras 
Social Fund 263,000 0.23 0.9 3.0 11.5 53.2 32.3
Nicaragua 
Social Fund 449,000 0.30 0.8 4.9 33.0 7.8 55.7
Bolivia 
Social Fund 878,000 0.50 1.4 3.4 14.6 12.9 69.1
Trinidad and 
Tobago Youth 
Training 238,000 0.80 1.2 7.6 11.5 17.9 63.1


Average 433,000 0.56 1.0 6.3 15.1 25.5 53.3


a. This cost does not include the cost of local counterpart teams not financed from the loan
or credit. The figures refer to the time period under which the projects in the evaluation
sample were selected, not total financing ever provided by the Bank and others to those
institutions. 
b. These costs as a percentage of the loan or credit or of the project are presented as a ref-
erence only. In many cases the actual financing for the evaluation was obtained from
sources outside of the project financing. 
c. The travel cost estimates include mission travel for World Bank staff and international
consultants to the client countries, as well as travel from client country counterparts, par-
ticularly to participate in strategy sessions and analytical workshops with international
consultants and World Bank staff.
Source: World Bank Project Files.
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The average estimated cost for the impact evaluation was $433,000.
This reflects a range from $263,000 for the evaluation of a vocational skills
training program for unemployed youth in Trinidad and Tobago to
$878,000 for the evaluation of the Bolivian Social Investment Fund.
Spending on the impact evaluations for the projects below reflects, on
average, 0.6 percent of the total cost of the project (which sometimes
included financing from several donors), or 1.3 percent of the cost of the
International Bank for Reconstruction and Development (IBRD) loan or
the International Development Association (IDA) credit. The most expen-
sive components of the evaluations listed below were data collection and
consultants, both local and international. In many of the cases travel costs
included local staff travel to meet with World Bank staff and researchers
for strategy sessions and training because capacity building for client
country staff was a key objective. The two examples below for the impact
evaluations of projects in Trinidad and Tobago and Bolivia illustrate some
of the variation that can arise in program costs.


The vocational skills training program evaluation in Trinidad and
Tobago took advantage of a national income and employment survey to
oversample program graduates and create a comparison group from a
subset of the national sample. In addition, the evaluation team helped
design and use available administrative data from records of program
applicants, so preintervention data were available and no enumeration
was required to locate program graduates. The total sample size for each
of the three tracer studies was approximately 2,500 young people, count-
ing both the treatment and comparison groups. There was only one short
questionnaire administered in the survey, and the questionnaire was
given only to the program graduates. Trinidad and Tobago is a small
country, communities are relatively easy to access by road, and English is
the common language in the country and among program graduates. 


The Bolivia Social Fund (SIF) evaluation used its own baseline and
follow-up surveys of treatment and comparison groups to evaluate inter-
ventions in health, education, water, and sanitation. There were no
national surveys available from which to conduct analyses or carry out
oversampling, which placed the entire burden of data collection on the
evaluation. The sample of treatment and comparison groups consisted of
close to 7,000 households and 300 facilities interviewed in both the 1993
baseline survey and 1998 follow-up survey. 


In Bolivia, the data collection instruments for the impact evaluation
consisted of portable laboratories for conducting laboratory-based water
quality tests, achievement tests, and eight questionnaires for informants
from households and facilities. The eight questionnaires consisted of two
household questionnaires (one for the principal informant and one for
women of childbearing age), a community questionnaire, four different
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health center questionnaires for the different types of health centers
(ranging from small community clinics to hospitals), and a school ques-
tionnaire for the school director. To assess targeting, the evaluation
included a consumption-based measure of poverty, which required the
collection of detailed consumption data from households as well as
regional price data from communities. The fieldwork was conducted in
rural areas where the majority of the SIF projects are located and includ-
ed a random sample of rural households that were often accessible only
by foot or on horseback. Finally, the questionnaires had to be developed
and administered in Spanish, Quechua, and Aymara. 


Political Economy Issues


There are several issues of political economy that affect not only whether
an evaluation is carried out but also how it is implemented. The decision
to proceed with an evaluation is very much contingent on strong politi-
cal support. Many governments do not see the value of evaluating pro-
jects and thus do not want to invest resources in this. Additionally, there
may be reluctance to allow an independent evaluation that may find
results contrary to government policy, particularly in authoritarian or
closed regimes. More open governments may, however, view evaluations
and the dissemination of the findings as an important part of the democ-
ratic process. 


Evaluations are also sensitive to political change. Three of the eight
impact studies listed in table 4.2 were canceled because of political econ-
omy issues. Turnover in regimes or key posts within a counterpart gov-
ernment office and shifts in policy strategies can affect not only the eval-
uation effort, but more fundamentally the implementation of the pro-
gram being evaluated. One example of this type of risk comes from the
experience of a team working on the design and impact evaluation of a
school-based management pilot in Peru as part of a World Bank financed
primary education project. The team composed of Ministry of Education
officials, World Bank staff, and international and local consultants had
worked for over a year developing the school-based management mod-
els to be piloted, establishing an experimental design, designing survey
instruments and achievement tests, and collecting baseline data on school
characteristics and student achievement. Just prior to the pilot’s intro-
duction in the randomly selected schools, high level government officials
canceled the school-based management experiment in a reaction to per-
ceived political fallout from the pilot. A similar reform was introduced
several years later, but without the benefit of a pilot test or an evaluation. 


In Venezuela, an evaluation of a maternal and infant health and nutri-
tion program was redesigned three times with three different client coun-
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terparts as the government shifted responsibility for the evaluation from
one agency to another. Each change was accompanied by a contract rene-
gotiation with the private sector firm that had been identified to carry out
the data collection and the majority of the analysis for the evaluation.
When the legitimacy of the third government counterpart began to be
questioned, the firm nullified the contract and the evaluation was aban-
doned. These incidents occurred during a period of political flux charac-
terized by numerous cabinet reshufflings that ended with the collapse of
the elected government serving as a counterpart for the project, so the
evaluation was hardly alone in suffering from the repercussions of polit-
ical instability. Nonetheless, in both the Peruvian and Venezuelan cases,
it is sobering to reflect upon the amount of resources devoted to an effort
that was never brought to fruition. A less dramatic example of the effect
of political change on evaluation strategies comes from El Salvador,
where the recognized success of a reform introduced in rural schools
prompted the government to introduce a similar education reform in all
of the urban schools at once, instead of randomly phasing in schools over
time as originally planned. This decision eliminated the possibility of
using an experimental design and left using a less-robust reflexive com-
parison as the only viable evaluation design option.
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Annex 1


Case Studies


Annex 1.1: Evaluating the Gains to the Poor from
Workfare: Argentina’s TRABAJAR Program


I.  Introduction


Project Description. Argentina’s TRABAJAR program aims to reduce
poverty by simultaneously generating employment opportunities for the
poor and improving social infrastructure in poor communities. TRABA-
JAR I, a pilot program, was introduced in 1996 in response to a prevail-
ing economic crisis and unemployment rates of over 17 percent. TRABA-
JAR II was launched in 1997 as an expanded and reformed version of the
pilot program, and TRABAJAR III began approving projects in 1998. The
program offers relatively low wages in order to attract (“self-select”) only
poor, unemployed workers as participants. The infrastructure projects
that participants are hired to work on are proposed by local government
and nongovernmental organizations (NGOs), which must cover the non-
wage costs of the project. Projects are approved at the regional level
according to central government guidelines. 


The program has undergone changes in design and operating proce-
dures informed by the evaluation process. TRABAJAR II included a num-
ber of reforms designed to improve project targeting. The central govern-
ment’s budget allocation system is now more heavily influenced by
provincial poverty and unemployment indicators, and a higher weight is
given to project proposals from poor areas under the project approval
guidelines. At the local level, efforts have been made in both TRABAJAR
II and III to strengthen the capability of provincial offices for helping poor
areas mount projects and to raise standards of infrastructure quality.


Impact Evaluation. The evaluation effort began during project prepara-
tion for TRABAJAR II and is ongoing. The aim of the evaluation is to
determine whether or not the program is achieving its policy goals and to
indicate areas in which the program requires reform in order to maximize
its effectiveness. The evaluation consists of a number of separate studies
that assess (a) the net income gains that accrue to program participants,
(b) the allocation of program resources across regions (targeting), (c) the
quality of the infrastructure projects financed, and (d) the role of the com-
munity and NGOs in project outcome. 
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Two of the evaluation components stand out technically in demon-
strating best practice empirical techniques. First, the study of net income
gains illustrates best-practice techniques in matched comparison as well
as resourceful use of existing national household survey data in conduct-
ing the matching exercise. Second, the study of targeting outcomes pre-
sents a new technique for evaluating targeting when the incidence of
public spending at the local level is unobserved. The overall evaluation
design also presents a best-practice mix of components and research tech-
niques—from quantitative analysis to engineering site visits to social
assessment—which provide an integrated stream of results in a timely
manner. 


II.  Evaluation Design


The TRABAJAR evaluation includes an array of components designed to
assess how well the program is achieving its policy objectives. The first
component draws on household survey data to assess the income gains
to TRABAJAR participants. This study improves upon conventional
assessments of workfare programs, which typically measure participants’
income gains as simply their gross wages earned, by estimating net
income gains. Using recent advances in matched-comparison techniques,
the study accounts for forgone income (income given up by participants
in joining the TRABAJAR program), which results in a more accurate,
lower estimate of the net income gains to participants. The second com-
ponent monitors the program’s funding allocation (targeting), tracking
changes over time as a result of reform. Through judicious use of com-
monly available data (program funding allocations across provinces and
a national census), the design of this component presents a new method-
ology for assessing poverty targeting when there is no actual data on pro-
gram incidence. This analysis began with the first supervisory mission
(November 1997) and has been updated twice yearly since then. 


Additional evaluation components include a cost-benefit analysis con-
ducted for a subsample of infrastructure projects, along with social assess-
ments designed to provide feedback on project implementation. Each of
these activities has been conducted twice, for both TRABAJAR II and TRA-
BAJAR III. Three future evaluation activities are planned. The matched-
comparison research technique will be applied again to assess the impact
of TRABAJAR program participation on labor market activity.
Infrastructure project quality will be reassessed, this time for projects that
have been completed for at least one year to evaluate durability, mainte-
nance, and utilization rates. Finally, a qualitative research component will
investigate program operations and procedures by interviewing staff
members in agencies that sponsor projects as well as program beneficiaries. 
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III.  Data Collection and Analysis Techniques


The assessment of net income gains to program participants draws on
two data sources, a national living standards survey (Encuesta de
Desarrollo Social—EDS) and a survey of TRABAJAR participants con-
ducted specifically for the purposes of evaluation. (The EDS survey was
financed under another World Bank project. It was designed to improve
the quality of information on household welfare in Argentina, particular-
ly in the area of access to social services and government social pro-
grams.) These surveys were conducted in August (EDS) and September
(TRABAJAR participant survey) of 1997 by the national statistical office,
using the same questionnaire and same interview teams. The sample for
the EDS survey covers 85 percent of the national population, omitting
some rural areas and very small communities. The sample for the TRA-
BAJAR participant survey is drawn from a random sample of TRABA-
JAR II projects located within the EDS sample frame and generates data
for 2,802 current program participants (total TRABAJAR II participants
between May 1997 and January 1998 numbered 65,321). The reliability of
the matching technique is enhanced by the ability to apply the same
questionnaire to both participants and the control group at the same time
and to ensure that both groups are from the same economic environment. 


To generate the matching control group from the EDS survey, the
study uses a technique called propensity scoring. (The fact that the EDS
questionnaire is very comprehensive, collecting detailed data on house-
hold characteristics that help predict program participation, facilitates the
use of the propensity scoring technique.) An ideal match would be two
individuals, one in the participant sample and one in the control group,
for whom all of these variables (x) predicting program participation are
identical. The standard problem in matching is that this is impractical
given the large number of variables contained in x. However, matches
can be calculated on each individual’s propensity score, which is simply
the probability of participating conditional on (x). (The propensity score
is calculated for each observation in the participant and control group
sample by using standard logit models.) Data on incomes in the match-
ing control group of nonparticipants allows the income forgone by actu-
al TRABAJAR II participants to be estimated. Net income arising from
program participation is then calculated as total program wages minus
forgone income. 


The targeting analysis is remarkable in that no special data collection
was necessary. Empirical work draws on data from the ministry’s project
office on funding allocations by geographic department for TRABAJAR I
(March 1996 to April 1997) and the first six months of TRABAJAR II (May
to October 1997). It also draws on a poverty index for each department
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(of which there are 510), calculated from the 1991 census as the propor-
tion of households with “unmet basic needs.” This is a composite index
representing residential crowding, sanitation facilities, housing quality,
educational attainment of adults, school enrollment of children, employ-
ment, and dependency (ratio of working to nonworking family mem-
bers). The index is somewhat dated, although this has the advantage of
the departmental poverty measure being exogenous to (not influenced
by) TRABAJAR interventions. To analyze targeting incidence, data on
public spending by geographic area—in this case, department—are
regressed on corresponding geographic poverty rates. The resulting coef-
ficient consistently estimates a “targeting differential” given by the dif-
ference between the program’s average allocations to the poor and non-
poor. This national targeting differential can then be decomposed to
assess the contribution of the central government’s targeting mechanism
(funding allocations across departments) versus targeting at the provin-
cial level of local government.


The cost-benefit analysis was conducted by a civil engineer, who con-
ducted a two-stage study of TRABAJAR infrastructure projects. In the
first stage she visited a sample of 50 completed TRABAJAR I projects and
rated them based on indicators in six categories: technical, institutional,
environmental, socioeconomic, supervision, and operations and mainte-
nance. Projects were then given an overall quality rating according to a
point system, and cost-benefit analyses were performed where appropri-
ate (not for schools or health centers). A similar follow-up study of 120
TRABAJAR II projects was conducted a year later, tracking the impact of
reforms on infrastructure quality.


The social assessments were conducted during project preparation for
both TRABAJAR I and TRABAJAR II. They provide feedback on project
implementation issues such as the role of NGOs, the availability of tech-
nical assistance in project preparation and construction, and the selection
of beneficiaries. Both social assessments were carried out by sociologists
by means of focus groups and interviews.


IV.  Results


Taking account of forgone income is important to gaining an accurate
portrayal of workfare program benefits. Descriptive statistics for TRA-
BAJAR II participants suggest that without access to the program (per
capita family income minus program wages) about 85 percent of program
participants would fall in the bottom 20 percent of the national income
distribution—and would therefore be classified as poor in Argentina.
However, matching-method estimates of forgone income are sizable, so
that average net income gained through program participation is about
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half of the TRABAJAR wage. Program participants could not afford to be
unemployed in the absence of the program; hence some income is for-
gone through program participation. It is this forgone income that is esti-
mated by observing the incomes of nonparticipants “matched” to those
of program participants. However, even allowing for forgone income, the
distribution of gains is decidedly pro-poor, with 80 percent of program
participants falling in the bottom 20 percent of the income distribution.
Female participation in the program is low (15 percent), but net income
gains are virtually identical for male and female TRABAJAR participants;
younger participants do obtain significantly lower income gains.


Targeting performance improved markedly as a result of TRABAJAR
II reforms. There was a sevenfold increase in the implicit allocation of
resources to poor households between TRABAJAR I and TRABAJAR II.
One-third of this improvement results from better targeting at the central
level, and two-thirds results from improved targeting at the provincial
level. There are, however, significant differences in targeting outcomes
between provinces. A department with 40 percent of people classified as
poor can expect to receive anywhere from zero to five times the mean
departmental allocation, depending upon the province to which it
belongs. Furthermore, those targeting performance tended to be worse in
the poorest provinces. 


Infrastructure project quality was found to be adequate, but TRABA-
JAR II reforms, disappointingly, did not result in significant improve-
ments. Part of the reason was the sharp expansion of the program, which
made it difficult for the program to meet some of the operational stan-
dards that had been specified ex ante. However, projects were better at
meeting the priority needs of the community. The social assessment
uncovered a need for better technical assistance to NGOs and rural
municipalities as well as greater publicity and transparency of informa-
tion about the TRABAJAR program.


V.  Policy Application


The evaluation results provide clear evidence that the TRABAJAR pro-
gram participants do come largely from among the poor. Self-selection of
participants by offering low wages is a strategy that works in Argentina,
and participants do experience income gains as a result of participation
(although these net gains are lower than the gross wage, owing to income
forgone). The program does not seem to discriminate against female par-
ticipation. TRABAJAR II reforms have successfully enhanced geographic
targeting outcomes—the program is now more successful at directing
funds to poor areas; however, performance varies and is persistently
weak in a few provinces that merit further policy attention. Finally, dis-
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appointing results on infrastructure project quality have generated
tremendous efforts by the project team to improve performance in this
area by enhancing operating procedures—insisting on more site visits for
evaluation and supervision, penalizing agencies with poor performance
in project completion, and strengthening the evaluation manual.


VI.  Evaluation Costs and Administration


Costs. The cost for carrying out the TRABAJAR survey (for the study of
net income gains) and data processing was approximately $350,000. The
two evaluations of subproject quality (cost-benefit analysis) cost roughly
$10,000 each, as did the social assessments, bringing total expenditures
on the evaluation to an estimated $390,000. 


Administration. The evaluation was designed by World Bank staff mem-
ber Martin Ravallion and implemented jointly with the World Bank and
the Argentinean project team. Throughout its different stages, the evalu-
ation effort also required coordination with several local government
agencies, including the statistical agency, the Ministry of Labor (includ-
ing field offices), and the policy analysis division of the Ministry for
Social Development.


VII.  Lessons Learned


Importance of Accounting for Forgone Income in Assessing the Gains
to Workfare. Forgone income represents a sizable proportion (about half)
of the gross wage earned by workfare program participants in Argentina.
The result suggests that conventional assessment methods (using only
the gross wage) substantially overestimate income gains and hence also
overestimate how poor participants would be in absence of the program.


Propensity-Score Matching Method. When the matched-comparison
evaluation technique is used, propensity scores allow reliable matches
to be drawn between a participant and nonparticipant (control group)
sample. 


Judicious Use of Existing National Data Sources. Often, existing data
sources such as the national census or household survey can provide
valuable input to evaluation efforts. Drawing on existing sources
reduces the need for costly data collection for the sole purpose of evalu-
ation. Innovative evaluation techniques can compensate for missing
data, as the assessment of TRABAJAR’s geographic targeting outcomes
aptly illustrates.
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Broad Range of Evaluation Components. The TRABAJAR evaluation
design illustrates an effective mix of evaluation tools and techniques.
Survey data analysis, site visits, and social assessments are all used to
generate a wide range of results that provide valuable input to the pro-
ject’s effectiveness and pinpoint areas for reform. 


Timeliness of Results. Many of the evaluation components were
designed explicitly with the project cycle in mind, timed to generate
results during project preparation stages so that results could effectively
be used to inform policy. Several components now generate data regu-
larly in a continuous process of project monitoring.


VIII.  Sources


Jalan, Jyotsna, and Martin Ravallion. 1999. “Income Gains from Workfare
and Their Distribution.” World Bank, Washington, D.C. Processed.


Ravallion, Martin. 1999. Monitoring Targeting Performance When
Decentralized Allocations to the Poor Are Unobserved.” World Bank,
Washington, D.C. Processed.
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Annex 1.2: Does Microfinance Really Help the Poor?
New Evidence from Flagship Programs in Bangladesh


I.  Introduction 


Project Description. The microfinance programs of the Grameen Bank,
the Bangladesh Rural Advancement Committee, and the Bangladesh
Rural Development Board are flagship programs for those instituted in
many other countries. These programs provide small loans to poor
households who own less than one-half acre of land. Loans are accompa-
nied by innovative contracts and loan schedules. The programs have
served over 4 million poor clients in Bangladesh and have apparently
been quite successful. For example, the top quartile of borrowers from the
Grameen Bank consume 15 percent more and have almost twice as high
a proportion of sons in school and a substantially increased proportion of
daughters in school compared with the bottom quartile.


Highlights of Evaluation. The evaluation investigates the impact of the
programs on 1,800 households in Bangladesh and compares them with a
control group of households in areas without any microcredit financing.
The major contribution of the study is to demonstrate that simple esti-
mates of the impact of programs can be substantially overstated: correc-
tion for selection bias nullifies apparently impressive gains. The evalua-
tion shows that much of the perceived gains is driven by differences in
who gets the loans: they tend to be wealthier and work more than control
groups. Once appropriate techniques are used, there is no impact of bor-
rowing on consumption, and children in program areas actually do worse
than children in control areas. The key determining factor is the fact that
program lending has not followed eligibility guidelines—in fact, many of
the borrowers had landholdings in excess of the half-acre maximum.


The evaluation both uses an interesting survey technique and makes
imaginative use of econometric techniques. Another interesting angle is
that the evaluation also looks at the effect of the impact on the variance
as well as the mean outcome and finds that the main gain from the pro-
grams is risk reduction rather than increasing mean outcomes.


II.  Research Questions and Evaluation Design


The researchers are interested in identifying the impact of microfinance
programs on log consumption per capita, variance of log consumption,
log labor per adult in previous month, variance of per adult log labor,
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adult male labor hours in past month, adult female labor hours in past
month,  percentage of male school enrollment (ages 5 to 17), and  per-
centage of female school enrollment (ages 5 to 17).


The evaluation is survey-based and covers 87 villages surveyed three
times during 1991 and 1992. Villages were chosen randomly from a cen-
sus and administrative lists, from 5 subdistricts that served as controls
and 24 subdistricts where the programs were implemented. Twenty
households were surveyed per village.


This enabled the researchers to split the households into five different
types, depending on the eligibility criterion of holding one-half acre of
land. It is worth reproducing the schematic, which illustrates how to cre-
ate dummy variables that characterize the typology and how to think
about selection bias.


Village 1: With program Village 2: Control
A B
Not eligible Households would not be eligible
[b=1;e=0;c=0] with more than [b=0;e=0;c=0]


1/2 acre
C D E
eligible but Participants Households Would be eligible
does not [b=1;e=1;c=1] with 1/2 acre [b=0;e=1;c=0]
participate and below
[b=1;e=1;c=0]


Comparing outcomes for group D with those for group C is fraught
with selection problems: evidence suggests that group C households do
not participate because they are afraid of not being able to pay back. If
landholding is exogenous, groups C and D can be compared with group
E, however, because outcome difference depends on program placement
rather than self-selection. This is not true, of course, if there are differ-
ences across villages. If there are differences (due, possibly, to nonrandom
placement), then it is better to take a difference-in-difference approach.
Thus, an evaluator can calculate mean outcomes for C and D, mean out-
comes for A, and then calculate the difference. Similarly, the difference
between mean outcomes for E and mean outcomes for B can be calculat-
ed, and then the within-village differences can be compared.


III.  Data


The researchers collected data on 1,798 households; 1,538 of these were
eligible to participate and 905 actually participated. The surveys were col-
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lected in 1991 and 1992 after the harvests of the three main rice seasons.
The key variables of interest were consumption per capita in the previous
week, the amount of credit received, amount of land held, labor supply
in the past month, and demographic characteristics. A secondary data
source on land transactions is also used to check on market activity in
land.


IV.  Econometric Techniques


There are three interesting components to the techniques used. The first
is the use of administrative data to check the key assumptions necessary
to use a regression discontinuity design strategy: the exogeneity of land-
holding. The second is a very nice use of nonparametric graphing tech-
niques to describe both the probability of being found eligible and the
probability of getting a loan as a function of landholdings. This is com-
bined with a very good discussion of when it is appropriate to use a
regression discontinuity design—since the graphical analysis suggests
that there is no clear breaking point at 0.5 acre. Finally, the study primar-
ily uses difference and difference-in-differences techniques.


V.  Who Carried It Out 


The data were collected by the Bangladesh Institute for Development
Studies on behalf of the World Bank. The analysis was performed by
researcher Jonathan Morduch.


VI.  Results


The results suggest that almost all the apparent gains from the program
are due to selection bias resulting from loan mistargeting. In particular,
the authors find that 20 to 30 percent of the borrowers own more land
than the half-acre maximum requirement for the program, which sug-
gests that program officers are likely to bend the rules in unobservable
ways. When the comparisons are restricted to only those borrowers who
meet the land restriction, the authors find that average consumption in
the villages with access to microfinancing is less than the controls with
both the difference and difference-in-differences methods. This suggests
that there was substantial mistargeting of program funds, and as a result
regression discontinuity approaches cannot be used to analyze program
effects. 


The evaluation is also useful in the comparison of results from differ-
ent econometric techniques: results differ markedly when fixed effects
and difference-in-differences or simple difference approaches are used.
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The evaluation makes a convincing case that the former is less appropri-
ate when unobservable target group differences are used in making the
location decision. However, there are conflicting results in the two
approaches about whether the programs reduced variation in consump-
tion and income, highlighting the need for longitudinal data. The impact
on education is actually reverse after correction for selection bias.


It is also worth noting that although this analysis shows little impact
of the treatment relative to the control group, the control group may not,
in fact, have lacked access to financing because this may be supplied by
NGOs. The expenditure of millions of dollars to subsidize microfinance
programs is, however, called into question.


VII.  Lessons Learned


There are several very important lessons from this study. The first is the
importance of checking whether the program functions as prescribed.
The second is the consideration of the appropriateness of regression dis-
continuity design versus difference in differences or simple difference
techniques. The third is considering the impact of an intervention on the
second as well as on the first moment of the distribution, since the reduc-
tion in risk may, in itself, be a useful outcome. There is a more funda-
mental lesson that is not directly addressed but is clearly learned from the
study. That lesson is one of political economy: if there is a strong incen-
tive to bend the rules, those rules will be bent. 


VIII.  Sources


Morduch, Jonathan. 1998. “Does Microfinance Really Help the Poor? New
Evidence from Flagship Programs in Bangladesh.” Processed, June 17.


Also see:


Khandker, Shahidur R. 1998. Fighting Poverty with Microcredit: Experience
in Bangladesh. New York: Oxford University Press for the World Bank.
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Annex 1.3: Bangladesh Food for Education:
Evaluating a Targeted Social Program When


Placement Is Decentralized


I.  Introduction


Project Description. The Food for Education (FFE) program in
Bangladesh was designed to increase primary school attendance by pro-
viding rice or wheat to selected households as an incentive to parents.
This began as a pilot program but has grown in size and importance: its
share of the Primary and Mass Education Division’s budget grew from 11
percent in 1993–94 to 26 percent in 1995–96 and reached 2.2 million chil-
dren, or 13 percent of total enrollment. The design is quite interesting: the
program was hierarchically targeted in that FFE was given to all schools
in selected economically backward geographic units with low schooling
levels. Then households were chosen to receive the food by community
groups within the geographic units, based on set, albeit somewhat dis-
cretionary, criteria (landless households, female-headed households, and
low-income households). Children in these households must attend at
least 85 percent of the classes each month.


Highlights of Evaluation. This evaluation is extremely useful because it
illustrates what can be done when the intervention design is not at all
conducive to standard evaluation techniques and when the evaluation
has to be done using existing data sources. In fact, the approach in the
FFE was almost the polar opposite to a completely random assignment:
not only were the geographic areas chosen because they had certain char-
acteristics but the individuals within them were chosen because they
needed help. Thus, since the program was targeted at the poorest of the
poor, simple analysis will understate the impact.


This intervention design creates a major problem with creating a coun-
terfactual because clearly selection into the program is determined by the
household’s need for the program. The evaluation provides an innova-
tive—and readily generalizable— approach to addressing the resulting
bias by relying on the decentralization of the decisionmaking process. In
brief, because the central government allocates expenditures across geo-
graphic areas, but local agents make the within-area allocation, the eval-
uation uses instrumental variable techniques based on geography to
reduce the bias inherent in the endogenous selection procedure. The
application of the method results in much higher estimated impacts of
FFE than ordinary least squares approaches.
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II.  Research Questions and Evaluation Design


The research question is to quantify the impact of the FFE on school atten-
dance, measured as the attendance rate for each household. There is little
in the way of prospective evaluation design: the evaluation is performed
with already existing data— in particular, using both a nationally repre-
sentative household expenditure survey and a detailed community sur-
vey. The retrospective evaluation was in fact designed to obviate the need
for a baseline survey; the evaluation simply needed surveys that includ-
ed household characteristics and specific geographic characteristics of the
household area. The subsequent sections provide more detail on how
these can be structured so that they reliably infer the impact of the inter-
vention.


III.  Data


The data are from the 1995–96 Household Expenditure Survey (HES), a
nationally representative survey conducted by the Bangladesh Bureau of
Statistics that both includes questions on FFE participation and has a
local level survey component. The authors use responses on demograph-
ic household characteristics, land ownership, school, and program vari-
ables from 3,625 rural households to identify the impact on school atten-
dance. School attendance for each child is actually directly measured in
the HES: both the days that are missed and the days that the school is
closed are counted. The dependent variable was constructed to be the
household average number of days school was attended as a proportion
of the feasible number of days. Both parts of this survey are critical. On
the one hand, information on the household helps to capture the impact
of demographic characteristics on school attendance. On the other hand,
information on the characteristics of geographic location helps to model
the decisionmaking strategy of the centralized government and reduce
the selection bias noted above.


IV.  Econometric Techniques


The evaluation addresses two very important problems faced by field
researchers. One is that program placement is decentralized, and hence
the allocation decision is conditioned on variables that are unobservable
to the econometrician but observable to the people making the decision.
This means that the evaluation requires a measure that determines pro-
gram placement at the individual level but is not correlated with the
error term (and hence program outcomes). The second is that there is
only a single cross-section survey to work with, with no baseline survey
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of the participants, so it is difficult to estimate the pure impact of the
intervention.


The evaluation is extremely innovative in that it uses the two-step allo-
cation process itself as an instrument. The key feature that is necessary in
order to do this is that the cross-sectional data include both household
characteristics and geographic characteristics. In this particular case, the
model is as follows:


Wi = αIPi + β'Xi + η'Zi + µi. (1)


Here W is the individual’s welfare outcome, X and Z include house-
hold and geographic characteristics, and IP, which is the individual’s
placement in the program, is correlated with the error term. Clearly, and
of fundamental importance in the evaluation literature, least squares esti-
mates of ∀ will be biased.


The evaluation uses the geographic differences in placement as instru-
ments for individual placement, because this is not correlated with the
error term, as well as household characteristics. This then characterizes
this relationship as


IPi = γGPi + π'Xi + vi. (2)


It is important to note here that it is critical that Z contains all the
information that is used in making the geographic placement decision.
In this case, the two sets of geographic variables are used. One set of
geographic variables is fairly standard and actually directly affects
attendance decisions in their own right: distance to school, type of
school, and school quality variables. The second set has to do with the
placement decision itself and, although long, is worth noting for illus-
trative purposes. The variables include land distribution; irrigation
intensity; road quality; electrification; distance and time to local
administration headquarters and to the capital; distance to health care
and financial facilities; incidence of natural disasters; attitudes to
women’s employment, education, and family planning; average
schooling levels of the head and spouse; majority religion of the vil-
lage; and the population size of the village. These are calculated at the
village level and appear to predict selection fairly well: a probit regres-
sion on a total of 166 villages resulted in a relatively good fit (a pseu-
do-R2 of 0.55). This suggests that these variables do in fact capture
overall placement.


This set of equations can then be modeled by using three-stage least
squares and compared with the results from ordinary least squares
regression. 
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V.  Who Carried It Out


The evaluation was carried out by Martin Ravallion and Quentin Wodon
of the World Bank as part of a long-term collaborative effort between the
Bangladesh Bureau of Statistics and the Poverty Reduction and Economic
Management Unit of the World Bank’s South Asia Region.


VI.  Results


There are clear differences in the two approaches: the estimated impact of
FFE using the three-stage least squares approach was 66 percent higher
than the ordinary least squares estimates without geographic controls
and 49 percent higher than with the controls. In other words, simple esti-
mates that only control for variation across households (ordinary least
squares without geographic controls) will substantially understate the
effectiveness of the program. Even including geographic controls to
apparently control for geographic placement does not erase the attendant
bias. In substantive terms, the average amount of grain in the program
appeared to increase attendance by 24 percent when the method outlined
above was used.


It is worth noting that the key factor to make this a valid approach is
that enough variables are available to model the targeting decision and
that these variables are close to those used by administrators. If there are
still omitted variables, the results continue to be biased.


VII.  Lessons Learned


Many evaluations do not have the luxury of designing a data collection
strategy from the ground up, either because the evaluation was not an
integral part of the project from the beginning, or simply for cost reasons.
This is an important evaluation to study for two reasons. First, it docu-
ments the degree of bias that can occur if the wrong econometric
approach is used. Second, it describes an econometrically valid way of
estimating the impact of the intervention without the cost and time lag
involved in a prospective evaluation. 


VIII.  Source


Ravallion and Wodon. 1998. Evaluating a Targeted Social Program When
Placement Is Decentralized. Policy Research Working Paper 1945, World
Bank, Washington, D.C.
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Annex 1.4: Evaluating Bolivia’s 
Social Investment Fund


I.  Introduction


Project Description. The Bolivian Social Investment Fund (SIF) was
established in 1991 as a financial institution promoting sustainable
investment in the social sectors, notably health, education, and sanitation.
The policy goal is to direct investments to areas that have been histori-
cally neglected by public service networks, notably poor communities.
SIF funds are therefore allocated according to a municipal poverty index,
but within municipalities the program is demand-driven, responding to
community requests for projects at the local level. SIF operations were
further decentralized in 1994, enhancing the role of sector ministries and
municipal governments in project design and approval. The Bolivian SIF
was the first institution of its kind in the world and has served as a pro-
totype for similar funds that have since been introduced in Latin
America, Africa, and Asia.


Impact Evaluation. Despite the widespread implementation of social
funds in the 1990s, there have been few rigorous attempts to assess their
impact on poverty reduction. The Bolivian SIF evaluation, carried out joint-
ly by the World Bank and SIF, began in 1991 and is ongoing. The study fea-
tures baseline (1993) and follow-up (1997) survey data that combine to
allow a before-and-after impact assessment. It includes separate evalua-
tions of education, health, and water projects and is unique in that it
applies a range of evaluation techniques and examines the benefits and
drawbacks of these alternative methodologies. The initial evaluation
results are complete and are currently being presented to donors and gov-
ernment agencies for feedback. Final results and methodological issues
will be explored in greater depth in conjunction with the Social Investment
Funds 2000 report, along with an analysis of cost-effectiveness.


II.  Evaluation Design


The Bolivian SIF evaluation process began in 1991, and is ongoing. The
design includes separate evaluations of education, health, and water pro-
jects that assess the effectiveness of the program’s targeting to the poor as
well as the impact of its social service investments on desired communi-
ty outcomes such as improved school enrollment rates, health conditions,
and water availability. It illustrates best-practice techniques in evaluation
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using baseline data in impact analysis. The evaluation is also innovative
in that it applies two alternative evaluation methodologies—randomiza-
tion and matched comparison—to the analysis of education projects and
contrasts the results obtained according to each method. This is an impor-
tant contribution because randomization (random selection of program
beneficiaries within an eligible group) is widely viewed as the more sta-
tistically robust method, and yet matched comparison (using a nonran-
dom process to select a control group that most closely “matches” the
characteristics of program beneficiaries) is more widely used in practice.


III.  Data Collection and Analysis Techniques


Data collection efforts for the Bolivian SIF evaluation are extensive and
include a pre-SIF II investment (“baseline”) survey conducted in 1993
and a follow-up survey in 1997. The surveys were applied to both the
institutions that received SIF funding and the households and communi-
ties that benefit from the investments. Similar data were also collected
from comparison (control group) institutions and households. The house-
hold survey gathers data on a range of characteristics, including con-
sumption, access to basic services, and each household member’s health
and education status. There are separate samples for health projects
(4,155 households, 190 health centers), education projects (1,894 house-
holds, 156 schools), water projects (1,071 households, 18 water projects)
and latrine projects (231 households, 15 projects).


The household survey consists of three subsamples: (a) a random sam-
ple of all households in rural Bolivia plus the Chaco region (one
province); (b) a sample of households that live near the schools in the
treatment or control group for education projects; and (c) a sample of
households that will benefit from water or latrine projects.


To analyze how well SIF investments are actually targeted to the poor,
the study uses the baseline (pre-SIF investment) data and information on
where SIF investments were later placed to calculate the probability that
individuals will be SIF beneficiaries conditional on their income level.
The study then combines the baseline and follow-up survey data to esti-
mate the average impact of SIF in those communities that received a SIF
investment, using regression techniques. In addition to average impact, it
explores whether the characteristics of communities, schools, or health
centers associated with significantly greater than average impacts can be
identified. 


In education, for which SIF investments were randomly assigned
among a larger pool of equally eligible communities, the study applies
the “ideal” randomized experiment design (in which the counterfactual
can be directly observed). In health and sanitation projects, in which pro-
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jects were not assigned randomly, the study uses the “instrumental vari-
able” method to compensate for the lack of a direct counterfactual.
Instrumental variables are correlated with the intervention but do not
have a direct correlation with the outcome.


IV.  Results


SIF II investments in education and health do result in a clear improve-
ment in infrastructure and equipment. Education projects have little
impact on school dropout rates, but school achievement test scores
among sixth graders are significantly higher in SIF schools. In health, SIF
investments raise health service utilization rates and reduce mortality.
SIF water projects are associated with little improvement in water quali-
ty but do improve water access and quantity and also reduce mortality
rates. 


A comparison of the randomized versus matched-comparison results
in education shows that the matched-comparison approach yields less
comparable treatment and comparison groups and therefore less robust
results in discerning program impact. In illustration of this finding, evi-
dence of improvements in school infrastructure (which one would clear-
ly expect to be present in SIF schools) is picked up in the randomized
evaluation design but not in the matched-comparison design. 


Finally, the results show that SIF II investments are generally not well
targeted to the poor. Health and sanitation projects benefit households
that are relatively better off in terms of per capita income, and there is no
relationship between per capita income and SIF education benefits.


V.  Policy Application


The results on targeting reveal an inherent conflict between the goal of
targeting the poor and the demand-driven nature of SIF. With the intro-
duction of the popular participation law in 1994, subprojects had to be
submitted through municipal governments. The targeting results suggest
that even in a highly decentralized system it is important to monitor tar-
geting processes. In the Bolivian case, it appears that better-off, more
organized communities, rather than the poorest, are those most likely to
obtain SIF investments. In the case of SIF sanitation projects in particular,
the bias against poorest communities may be hard to correct. Investment
in basic sanitation is most efficient in populated areas that already have
access to a water system so that the project can take advantage of
economies of scale.


The fact that SIF investments have had no perceptible impact on school
attendance has prompted a restructuring of SIF interventions in this sec-
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tor. Rather than focusing solely on providing infrastructure, projects will
provide a combination of inputs designed to enhance school quality.
Similarly, disappointing results on water quality (which shows no
improvement resulting from SIF projects compared with the preexisting
source) have generated much attention, and project design in this sector
is being rethought. 


VI.  Lessons Learned


Effectiveness of the Randomization Technique. The randomized
research design, in which a control group is selected at random from
among potential program beneficiaries, is far more effective at detecting
program impact than the matched-comparison method of generating a
control group. Randomization must be built into program design from
the outset in determining the process through which program beneficia-
ries will be selected, and random selection is not always feasible.
However, when program funds are insufficient to cover all beneficiaries,
an argument can be made for random selection from among a larger pool
of qualified beneficiaries.


Importance of Institutionalizing the Evaluation Process. Evaluations can
be extremely complex and time consuming. The Bolivia evaluation was
carried out over the course of seven years in an attempt to rigorously cap-
ture project impact, and achieved important results in this regard.
However, the evaluation was difficult to manage over this length of time
and given the range of different actors involved (government agencies and
financing institutions). Management and implementation of an evaluation
effort can be streamlined by incorporating these processes into the normal
course of local ministerial activities from the beginning. Further, extensive
evaluation efforts may be best limited to only a few programs—for exam-
ple, large programs in which there is extensive uncertainty regarding
results—in which payoffs of the evaluation effort are likely to be greatest.


VII.  Evaluation Costs and Administration


Costs. The total estimated cost of the Bolivia SIF evaluation to date is
$878,000, which represents 0.5 percent of total project cost. Data collection
represents a relatively high proportion of these costs (69 percent), with
the rest being spent on travel, World Bank staff time, and consultants.


Administration. The evaluation was designed by World Bank staff and
financed jointly by the World Bank, KfW, and the Dutch, Swedish, and
Danish governments. Survey work was conducted by the Bolivian
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National Statistical Institute and managed by SIF counterparts for the
first round and later the Ministry of Finance for the second round.


VIII.  Source


Pradhan, Menno, Laura Rawlings, and Geert Ridder. 1998. “The Bolivian
Social Investment Fund: An Analysis of Baseline Data for Impact
Evaluation.” World Bank Economic Review 12 (3): 457–82.
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Annex 1.5: Impact of Active Labor Programs: 
Czech Republic


I.  Introduction 


Project Description. Many developing countries face the problem of
retraining workers when state-owned enterprises are downsized. This is
particularly complicated in transition economies that are also character-
ized by high unemployment and stagnant or declining wages. However,
all retraining programs are not created equal. Some are simply disguised
severance pay for displaced workers; others are disguised unemploy-
ment programs. This makes the case for evaluation of such programs par-
ticularly compelling. 


Training programs are particularly difficult to evaluate, however, and
the Czech evaluation is no exception. Typically, several different pro-
grams are instituted to serve different constituencies. There are also
many ways of measuring outcomes, including employment, self-
employment, monthly earnings, and hourly earnings. More than with
other types of evaluations, the magnitude of the impact can be quite
time-dependent: very different results can be obtained depending on
whether the evaluation is one month, six months, one year, or five years
after the intervention.


Highlights of Evaluation. This evaluation quantified the impact of four
active labor market programs (ALP) in the Czech Republic using quasi-
experimental design methods—matching ALP participants with a similar
group of nonparticipants. Both administrative and follow-up survey data
were used in an ex post evaluation of a variety of different outcomes:
duration of unemployment, likelihood of employment, self-employment,
and earnings. Regression analysis is used to estimate the impact of each
of the five programs on these outcomes, controlling for baseline demo-
graphic characteristics. 


Several important lessons were learned from this evaluation. One set
of lessons is practical: how to design quite a complex evaluation, how to
use administrative data, how to address the problems associated with
administering the survey, and the mechanics of creating the matched
sample. The second is how to structure an analysis to provide policy-
relevant information—made possible by a detailed evaluation of the
impact by subgroup. This led to a policy recommendation to target ALP
programs to particular types of clients and concluded that one type of
ALP is not at all effective in changing either employment or earnings. 
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II.  Research Questions and Evaluation Design


This is part of a broader evaluation of four countries: the Czech Republic,
Poland, Hungary, and Turkey. The common context is that each country had
high unemployment, partially caused by the downsizing of state-owned
enterprises, which had been addressed with passive income support pro-
grams, such as unemployment benefits and social assistance. This was com-
bined with the ALPs that are the subject of this evaluation. The five ALPs
are Socially Purposeful Jobs (new job creation), Publicly Useful Jobs (short-
term public employment), Programs for School Leavers (subsidies for the
hiring of recent graduates), Retraining (occupation-specific training lasting
a few weeks to several months), and Programs for the Disabled and
Disadvantaged. The last is rather small and not included in the evaluation.


There are two research questions. One is to examine whether partici-
pants in different ALPs are more successful at reentering the labor mar-
ket than are nonparticipants and whether this varies across subgroups
and with labor market conditions. The second is to determine the cost-
effectiveness of each ALP and make suggestions for improvement.


The evaluation is an ex post, quasi-experimental design—essentially a
matched cohort. The participant group is matched with a constructed non-
participant group (with information drawn from administrative records)
on people who registered with the state employment service but were not
selected for the ALP. The fundamental notion is that an individual is
selected at random from the ALP participant group. This individual’s out-
comes are then compared with those for individuals in the nonparticipant
group (based on age, gender, education, number of months unemployed,
town size, marital status, and last employment type). The evaluation is
particularly strong in its detailed analysis of the comparison versus the
participant group.


There are inevitably some problems with this approach, and they have
been extensively addressed elsewhere (Burtless 1995, and Heckman and
Smith 1995). One obvious concern that is endemic to any nonrandomized
trial is that participants may have been “creamed” by the training pro-
gram on the basis of characteristics unobservable to or unmeasured by the
researchers. The second major concern is that nonparticipants may have
substituted other types of training for public training in the case of the
retraining program. The third concern is that subsidies to employ workers
may have simply led to the substitution of one set of workers by another.


III.  Data


One very interesting component of this evaluation was the use of gov-
ernment administrative data to create the sample frame for the survey.
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The team thus visited the Ministry of Labor and Social Affairs (MOLSA)
in Prague and three local labor market offices to develop an understand-
ing of both the administration and implementation of ALPs and of the
administrative data on ALP participants. From this, 20 districts were cho-
sen for survey, based on criteria of geographic dispersion and variation in
industrial characteristics. There was also a broad range of unemployment
rates across districts. The survey contained both quantitative questions
about the key program outcomes and qualitative questions about the par-
ticipants’ rating of the program.


Another valuable component was the implementation of a pilot sur-
vey in four districts. This approach, which is always important, identified
not only technical problems but also a legal problem that can often arise
with the use of administrative records. This issue is the interpretation of
privacy law: in this case, MOLSA did not permit a direct mailing but
required that potential respondents give permission to the labor office to
allow their addresses to be given out. This delayed the evaluation sched-
ule, increased costs, and dramatically lowered the response rate.


The survey was conducted in early 1997 on a random sample of 24,973
labor office registrants who were contacted. Of these, 9,477 participated
in ALP during 1994–95. The response rate for nonparticipants was 14 per-
cent; for participants it was 24.7 percent, resulting in a total number of
4,537 respondents. The dismal response rate was directly attributable to
the legal ruling: most people did not respond to the initial request, but
among those who did allow their address to be given, the response rate
was high. Worse, the resulting bias is unknown.


IV.  Econometric Techniques


The difficulty of measuring both the temporal nature and the complexity
of labor market outcomes is illustrated by the use of seven different out-
come measures: percent currently employed, percent currently self-
employed, percent ever employed, length of unemployment, length of
receiving unemployment payments, total unemployment payments, and
current monthly earnings


The evaluation approach, however, was fairly straightforward in its use
of both simple differences across groups and ordinary least squares with
group-specific dummies to gauge the impact of the interventions. The over-
all impact was calculated, followed by estimated impacts by each of the sub-
group categories (age, sex, education, and, for earnings outcomes, size of
firm). This last analysis was particularly useful because it identified sub-
groups of individuals for whom, in fact, the impact of the interventions was
different, leading to quite different policy implications. Indeed, a major rec-
ommendation of the evaluation was that the ALPs be more tightly targeted.
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V.  Who Carried It Out 


The evaluation was part of a four-country cross-country evaluation of
active labor programs, with the express motivation of understanding the
impact of ALPs under different economic conditions. The evaluation was
supervised by a project steering committee, which had representatives
from the World Bank, from each of the four countries, from the external
financing agencies, and from the technical assistance contractors (Abt
Associates and the Upjohn Institute).


The team contracted with a private survey firm to carry out the survey
itself—for data quality reasons as well as to reduce the possibility of
intimidation if the local labor office were to carry out the survey. It is
worth making the point that the credibility of the study could be conta-
minated if the employment service were responsible for conducting the
survey. Indeed, this moral hazard problem is generally an important one
if the agency responsible for training is also responsible for collecting
information on the outcomes of that training. 


VI.  Results


The results are typical of evaluations for training programs. Some inter-
ventions appear to have some (albeit relatively weak) impacts for some
types of workers in some situations. A strong point of the evaluation is
that it does identify one program that appears to have wasted money—
no impact was shown either overall or for any subgroup. Another strong
point is the presentation of the evaluation itself, which is particularly
important if the evaluation is to be read by policymakers. Here, tables are
provided for each program summarizing the combined benefits in terms
of wages and employment, both in aggregate and for each subgroup.


A very negative point is that, despite the initial promise, no cost-benefit
analysis was performed. It would have been extremely useful to have the
summary benefit information contrasted with the combined explicit and
implicit cost of the program. Thus, although, for example, the evaluators
found that one program increased the probability of employment across the
board, it should be noted that this came at a cost of a nine-month training pro-
gram. A full calculation of the rate of return of investment would have com-
bined the explicit cost of the program with the opportunity cost of participant
time and compared this with the increase in earnings and employment.


VII.  Lessons Learned


Several important lessons were learned from this study. First among
these are the pragmatic components discussed in the introduction, par-
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ticularly the importance of taking the political environment into consid-
eration in designing an evaluation scheme. The inability to convince the
employment service of the importance of the evaluation project meant
that the survey instrument was severely compromised. Second, the study
provides a useful demonstration of the construction of a matched sample.
Finally, the evaluation provides a good illustration of the importance of
conducting analysis not just in aggregate but also on subgroups, with the
resultant possibility of fruitful targeted interventions.


VIII.  Sources


Benus, Jacob, Grover Neelima, Jiri Berkovsky, and Jan Rehak. 1998. Czech
Republic: Impact of Active Labor Market Programs. Cambridge, Mass., and
Bethesda, Md.: Abt Associates, May. 


Burtless, Gary. 1995. “The Case for Randomized Field Trials in Economic
and Policy Research.” Journal of Economic Perspectives 9 (2): 63–84.


Heckman, James J., and Jeffrey A. Smith. 1995. “Assessing the Case for
Social Experiments.” Journal of Economic Perspectives 9 (2) : 85–110.


Schematic Used for Designing the Czech Active Labor
Programs Evaluation
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Annex 1.6: Impact of Credit with Education on
Mothers’ and Their Young Children’s Nutrition:


Lower Pra Rural Bank Program in Ghana


I.  Introduction 


Project Description. The Credit with Education program combines ele-
ments of the Grameen Bank program with education on the basics of
health, nutrition, birth timing and spacing, and small business skills. The
aim is to improve the nutritional status and food security of poor house-
holds in Ghana. Freedom from Hunger, together with the Program in
International Nutrition at the University of California Davis, provided
Credit with Education services to poor rural women in the Shama Ahanta
East District of the Western Region of Ghana. A partnership was formed
with five rural banks to deliver such services—more than 9,000 loans,
totaling $600,000, were made by March 1997 with a repayment rate never
below 92 percent.


Highlights of Evaluation. The evaluation is interesting for three reasons.
First, the sample design was quite appropriate: the program was admin-
istered to 19 communities and data were collected on three different sam-
ple groups of women: those who participated at least one year, those who
did not participate but were in the program communities, and those in
control communities. Second, the study had a clear description of its
underlying approach: it identified and evaluated both intermediate and
longer-term outcomes. Finally, it provided a nice blend of both qualitative
and quantitative results, often highlighting the quantitative outcomes
with an anecdotal illustrative example.


II.  Research Questions and Evaluation Design


The research questions focused on the program’s effects on (a) the nutri-
tional status of children; (b) women’s economic capacity (income, sav-
ings, time) to invest in food and health care; (c) women’s knowledge and
adoption of breastfeeding, weaning, and diarrhea management and pre-
vention practices; and (d) women’s ability to offer a healthy diet to their
children.


In doing this, the evaluation separated out the ultimate goals of
improved household food security and nutritional status from the inter-
mediate benefits of changing behavior, reducing poverty, and female
empowerment.
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A quasi-experimental design was used in fielding two surveys (in 1993
and 1996) to evaluate the impact of the strategy on children’s nutritional
status; mothers’ economic capacity, women’s empowerment, and moth-
ers’ adoption of child health and nutrition practices. A total of 299 
mother-and-child pairs were surveyed in the first period and 290 differ-
ent pairs in the second period. Both qualitative and quantitative infor-
mation was gathered.


The evaluation design was quite complex. The Lower Pra Rural Bank
identified 19 communities that had not yet had Credit with Education
services, and the consultants divided communities into large and small
(greater or less than 800) and then again by whether they were close to a
main road. Within each stratification, the 13 of the 19 communities were
assigned either to a treatment or to a control group. Three were given the
treatment for political reasons and three communities were selected as
matched controls to the politically selected three based on their proximi-
ty, commercial development, size, and access to main roads. Two com-
munities dropped out because of lack of interest and the small number of
communities in the classification. Thus, in the follow-up study only 17
communities were surveyed.


Ten mother-and-child pairs, with children aged 12 to 23 months, were
chosen for the baseline surveys from small communities, and 30 from the
large communities. Two important problems arose as a result. The first is
that this construction did not allow the surveys to follow the same
women over time because few women in the baseline survey also had
infants in the 1996 survey. The second problem was that the age restric-
tion cut the second sample so much that it was extended to women with
children under three years of age in 1996. A major advantage of this com-
plex evaluation design was that it was possible to classify women in the
baseline samples as future participants and future nonparticipants.


Three types of women were surveyed: participants, nonparticipants in
the program communities, and residents in control communities. All par-
ticipants were included; the latter two types were randomly selected
from women with children under three. It is worth noting that the total
sample size (of 360) was calculated based on the standard deviations
found in previous studies, a requirement that the sample be able to detect
a 0.4 difference in the z-score values of the control and target groups and
with a target significance level of 0.05 and a power of 0.8. 


III.  Data


Both quantitative and qualitative data were collected on the household,
mother and child, focusing on both intermediate and long-term mea-
sures—and particularly the multidimensional nature of the outcomes.
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For the intermediate outcomes, this led to a set of questions attempting
to measure women’s economic capacity (incomes, profit, contribution to
total household income, savings, entrepreneurial skill, and expenditures
on food and households). Similarly, another set of measures addressed the
woman’s knowledge of health and nutrition (breastfeeding, child feeding,
diarrhea treatment and prevention, and immunization). Yet another set
captured women’s empowerment (self-confidence and hope about the
future, status and decisionmaking in the household, and status and social
networks in the community). For the ultimate outcomes, such as nutrition-
al status and food security, more direct measures were used (anthropomet-
ric measures for the former, questions about hunger in the latter case).


Although a total sample size of 360 mother-and-child pairs was
planned, only 299 pairs were interviewed in the first survey (primarily
because two communities were dropped) and 290 in the second. Mother
and household characteristics were compared across each of the three
groups and no significant differences were found.


IV.  Econometric Techniques


The econometric techniques used are fairly straightforward and exploit-
ed the strength of the survey design. The group mean is calculated for
each of the varied outcome measures used, and then t-tests are performed
to examine whether differences between controls and participants are sig-
nificant. This is essentially a simple-difference approach. These are well
supplemented with graphics.


A series of major questions were not addressed, however. First, the
sample design was clustered—and because, almost by construction, the
outcomes of each individual mother-and-child pair will be correlated
with the others in the community, the standard errors will be biased
down and the t-statistics spuriously will be biased up. In the extreme
case, in which all the individual outcomes are perfectly correlated with
each other, the sample size is actually 17 rather than 300. This will lend
significance to results that may, in fact, not be significant. Second,
although the design was explicitly stratified, the impact of that stratifica-
tion was not addressed: either whether large or small communities bene-
fited more or whether communities close to a road were better off than
those a long way away from a road. This is particularly surprising, since
presumably the reason to have such a sample design is to examine the
policy implications. Third, although selection bias problems are dis-
cussed, there is no formal analysis of or correction for this fundamental
problem. Finally, although there were significant differences in item non-
response rates, which suggests the potential for selection bias even with-
in the survey, this was neither addressed nor discussed.
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V.  Who Carried It Out


An international not-for-profit institute, Freedom from Hunger, devel-
oped the Credit with Education program and collaborated with the
Program in International Nutrition at the University of California Davis,
in evaluating it. The institute partnered with the Lower Pra Rural Bank
(an autonomous bank, regulated by the Bank of Ghana), and subse-
quently four other rural banks in Ghana, to deliver the program. The
Lower Pra Rural Bank played a role in identifying and selecting the com-
munities to be surveyed.


VI.  Results


The intermediate goals were generally achieved: although women’s
incomes and expenditures did not increase, women’s entrepreneurial
skills and savings were significantly higher. Women’s health and nutri-
tion knowledge was generally improved. Women were also more likely
to feel empowered. In terms of the ultimate goals the evaluation suggest-
ed that the program did improve household food security and child
nutritional status but not maternal nutritional status. 


VII.  Lessons Learned


A key contribution of the evaluation is the very interesting sample
design: the stratification and the choice of participant and nonparticipant
groups with respect to their future participation is a very useful
approach. Another lesson is the productive use of many outcome dimen-
sions—sometimes on quite nonquantitative factors such as women’s
empowerment. The other key lesson is the value of nonquantitative data
to illustrate the validity of quantitative inferences.


VIII.  Source


MkNelly, Barbara, and Christopher Dunford (in collaboration with the
Program in International Nutrition, University of California Davis). 1998.
“Impact of Credit with Education on Mothers’ and their Young
Children’s Nutrition: Lower Pra Rural Bank Credit with Education
Program in Ghana.” Freedom from Hunger Research Paper No. 4, March. 
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Annex 1.7: Textbooks and Test Scores: 
Evidence from a Prospective Evaluation in Kenya


I.  Introduction 


Project Description. Evaluating the effect of different types of education
expenditure on student outcomes is particularly important in developing
countries. Prior studies have suggested that the provision of textbooks is
a cost-effective way of increasing test scores, and Kenya, with the extra-
ordinarily scarce resources available to educators, makes a good case
study. The evaluators note that only one in six children in grades 3, 4, and
5 has textbooks; this rises to one in four in later grades. In addition, phys-
ical facilities are extremely poor with many children sitting on the floor
to learn. 


The evaluation assessed the impact on learning outcomes of a 1996 pro-
gram in which all grades in a randomly selected subset of 25 out of 100
rural Kenyan primary schools were provided with textbooks. English text-
books were given to grades 3 through 7, with a ratio of 6 textbooks to every
10 children; mathematics textbooks to grades 3, 5, and 7, with a 50 percent
ratio; and science textbooks to grade 8, with a 60 percent ratio. In addition,
each class was provided with a teacher’s guide. Achievement tests were
given to the students before textbooks were distributed and then again 10
months later. The same tests were also given to the control schools. This
approach combines a randomized design with reflexive comparisons. 


Highlights of Evaluation. This evaluation is an excellent illustration of
developing and implementing a good survey design and then following
that up with appropriate econometric techniques. It is particularly strong
in showing how to draw inferences on level outcomes with stacked data,
the use of difference-in-difference estimators, how to address selection
and attrition bias, as well as measurement error and crowding-out issues.
Another very interesting component of the evaluation is the focus on the
intervention’s impact on students in all parts of the distribution. Finally,
the recognition and analysis of potential secondary effects is a very good
example of looking at all dimensions of an intervention. 


II.  Research Questions and Evaluation Design


The main focus of the research is to evaluate the effect of textbooks on
learning outcomes. Because this is a complex concept, the outcomes are
measured as the difference between textbook and comparison schools in
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several dimensions: posttest scores, test score gains, differences between
subject-grade combinations that did and did not receive textbooks, and
child and teacher activity. The evaluation also considered other (often
ignored) secondary effects, particularly the possibility that the provision
of such a subsidy would reduce parental involvement, particularly in
terms of crowding out other fundraising.


The evaluation design is quite complex. The Ministry of Education
chose 100 needy schools for the intervention in 1995. These were divided
into four groups—first on the basis of geography, then on an alphabetical
basis within the geography. There was then an ordered assignment, on
the basis of the alphabet, of each school to each of the four groups.
Textbook assistance was staggered to go to the first group in 1996, the sec-
ond group in 1997, and so on. Mathematics, English, and science text-
books were provided to different grades—primarily grades 3 through 7. 


III.  Data


Math, English, and science exams were given to children in all these
grades in each of the 100 schools before textbooks were distributed. The
evaluation itself, however, makes use of pretests that were administered
in grades 3 through 7 in October 1996 and posttests in October 1997.
There are therefore data on some 8,800 students (in all grades) for each
subject in the 100 schools and a total of over 26,000 observations. Because
25 schools received the textbooks in this period, students in these schools
become the “textbook” group; the other 75 are the comparison group. In
addition to test scores, data were also collected on school finances and on
pedagogical methods. 


Information on classroom utilization of textbooks was gathered by
trained observers who visited each school and took minute-by-minute
notes on eight possible classroom activities (ranging from general teacher
and pupil activity to the use of textbooks by teachers and pupils). These
notes covered 15 minutes and were then used to construct percentages of
time spent by teachers and students in each different activity for a total of
551 class periods. Four to five students in each class were interviewed by
field staff, who filled out a questionnaire on the basis of their responses. 


Finally, data were gathered on school finances from a 1997 school and
school committee questionnaire, which asked about fund-raising activities.


IV.  Econometric Techniques


It is worth noting the interesting issues generated by this sampling tech-
nique. Test scores within a school are likely to be correlated with each
other, as are within-class scores. Similarly, test scores for different subjects
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taken by the same child will be correlated. The intervention can also be
evaluated in terms of the impact on outcomes on student learning levels
or on student learning gains. In general, the effect of an intervention
should be robust to different econometric techniques and different ways
of looking at the data, and this was certainly the case here. 


The evaluation proceeds by first providing estimates from a simple
dummy-variable-level regression, with treatment dummies for each
grade-subject combination with school, grade, and subject random effects
(the dependent variable is the change in test scores from the pre- to the
posttest). One attractive feature of this is that the dummies can be com-
bined in very useful ways:


• Pooling several grades to estimate the impact of textbooks for a subject 
• Pooling all test scores to estimate the average impact of textbooks for


a grade; and
• Pooling all grades and subjects to estimate the weighted average


impact of textbooks for all grades and subjects. 


Clearly, the structure of the random effects varies with each approach,
and the evaluation is very clear in this component. 


The evaluation then proceeds with a difference-in-difference
approach, which is relatively straightforward in that it simply compares
post- and pretest scores between control and treatment schools. 


The third approach, which is a little more complicated because it
exploits within-school variation, deserves discussion. The regression
applied here involves regressing test scores on dummies that capture
whether the students were (a) in a textbook school and (b) in a subject-
grade combination that received a textbook. This reduces problems intro-
duced by school heterogeneity as well as sample selection problems—in
the latter case because it captures the effect on test scores for the same stu-
dent depending on whether or not the student received a textbook. It
does assume, however, that test scores in different grade-subject combi-
nations can be added and subtracted, and this very strong assumption
may be the reason for very different results from this approach.


A recurring theme in evaluations is the desire to capture not just the
average effect of the intervention but also the effect on subgroups of
recipients. This evaluation provides a very useful illustration of the use of
interaction terms and quantile regression. The former approach involves
interaction between initial test scores and textbook dummies to capture
the effect of textbooks on better versus poorer students, using both actu-
al and instrumented values (initial test scores are correlated with the
error term, causing a bias). The second approach, which involves using
quantile regression, is also useful and increasingly popular. More specif-
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ically, since least squares regression only captures the average impact of
the textbook program, quintile regressions allow the effect of the treat-
ment to vary depending on where the student is in the distribution. 


The evaluation is also particularly strong in providing an application
of how to look for selection and attrition bias. The major potential source
of problems in this intervention is differential promotion and repetition
rates between textbook and comparison schools. For example, children
might be differentially promoted from grade 2 (a nontextbook grade) to
grade 3 (a textbook grade) in textbook schools. Differential promotion
biases down the results in the classes that the worst students are added
to, and possibly biases up the results in the classes they came from. These
two effects were captured in the evaluation by reestimating the model in
two ways: dropping all repeaters from both sets of schools and dropping
the worst students in each grade. The robustness of the results under both
approaches confirmed the impact of the intervention.


Finally, in an illustration of considering the importance of secondary
effects, the evaluation quantified the impact of textbook provision on par-
ent fundraising. They found that the intervention did crowd out parent
contributions—the amount of non-ICS aid received by comparison
schools was $465 and for textbook schools $267 (the average value of ICS
textbooks was $485). They used simple regression analysis and also
investigated, and confirmed, the hypothesis that smaller schools had
more crowding out than larger schools.


Who Carried It Out. A Dutch nonprofit organization, International
Christelijk Steunfonds, funded the project. The evaluation was per-
formed by a Massachusetts Institute of Technology professor (Kremer)
and two World Bank economists (Paul Glewwe and Sylvie Moulin). Some
of the costs were covered by the National Science Foundation and the
World Bank research committee.


V.  Results


The result of this evaluation was in marked contrast to the results of other
evaluations of textbook interventions. The basic result was that there was
no significant impact of textbooks on learning outcomes on average, but
that there was a significant effect for better students. This was robust to
different estimation techniques and cuts of the data. 


VI.  Lessons Learned


The most useful lesson learned from this evaluation was the importance
of using different econometric techniques to check for the robustness of
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the empirical results. Even though the data collection was close to ideal,
it is important that the estimated impact of the intervention remain
roughly the same with different econometric assumptions and model
specifications. The application of quantile regression and interaction
terms was also a very useful way to analyze the impact on different sub-
groups of the population. Finally, it is important to look for and identify
secondary effects—in this case, the potential for crowding out.


VIII.  Source


Glewwe, Paul, Michael Kremer, and Sylvie Moulin. 1998. “Textbooks and
Test Scores: Evidence from a Prospective Evaluation in Kenya.”
Development Resrach Group (DECRG), World Bank, Washington, D.C.
Processed.
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Annex 1.8: Evaluating Kenya’s Agricultural
Extension Project 


I.  Introduction


Project Description. The first National Extension Project (NEP-I) in
Kenya introduced the Training and Visit (T&V) system of management
for agricultural extension services in 1983. The project had the dual objec-
tives of institutional development and delivering extension services to
farmers with the goal of raising agricultural productivity. NEP-II fol-
lowed in 1991 and aimed to consolidate the gains made under NEP-I by
increasing direct contact with farmers, improving the relevance of exten-
sion information and technologies, upgrading skills of staff and farmers,
and enhancing institutional development.


Impact Evaluation. The performance of the Kenyan extension system has
been controversial and is part of the larger debate on the cost-effective-
ness of the T&V approach to extension. Despite the intensity of the
debate, the important role of agricultural extension services in the World
Bank’s development strategy for Africa, and the large volume of invest-
ments made, very few rigorous attempts have been made to measure the
impact of T&V extension. In the Kenyan case, the debate has been ele-
vated by very high estimated returns to T&V reported in an earlier study,
and the lack of convincingly visible results, including the poor perfor-
mance of Kenyan agriculture in recent years.


The disagreement (between the Operations Evaluation Department
and the Africa Region of the World Bank) over the performance of NEP-
I has persisted pending this evaluation, which takes a rigorous empirical
approach to assess the program’s impact on agricultural performance.
Using the results-based management framework, the evaluation exam-
ines the impact of project services on farm productivity and efficiency. It
also develops measures of program outcomes (that is, farmer awareness
and adoption of new techniques) and outputs (for example, frequency
and quality of contact) to assess the performance of the extension system
and to confirm the actual, or the potential, impact.


II.  Evaluation Design


The evaluation strategy illustrates best-practice techniques in using a
broad array of evaluation methods in order to assess program imple-
mentation, output, and its impact on farm productivity and efficiency.
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(No attempt is made to study the impact on household welfare, which is
likely to be affected by a number of factors far beyond the scope of T&V
activities.) It draws on both quantitative and qualitative methods so that
rigorous empirical findings on program impact could be complemented
with beneficiary assessments and staff interviews that highlight practical
issues in the implementation process. The study also applied the contin-
gent valuation method to elicit farmers’ willingness to pay for extension
services. [The contingent valuation method elicits individuals’ use and
nonuse values for a variety of public and private goods and services.
Interviewees are asked to state their willingness to pay (accept) to avoid
(accept) a hypothetical change in the provision of the goods or services—
that is, the “contingent” outcome. In this case, farmers were asked how
much they would be willing to pay for continued agricultural extension
services should the government cease to provide them.] 


The quantitative assessment is complicated by the fact that the T&V
system was introduced on a national scale, preventing a with-program
and without-program (control group) comparison. The evaluation
methodology therefore sought to exploit the available preproject house-
hold agricultural production data for limited before-and-after compar-
isons using panel data methods. For this, existing household data were
complemented by a fresh survey to form a panel. Beneficiary assessments
designed for this study could not be conducted, but the evaluation draws
on the relevant findings of two recent beneficiary assessments in Kenya.
The study is noteworthy in that it draws on a range of preexisting data
sources in Kenya (household surveys, participatory assessments, and so
forth), complemented by a more comprehensive data collection effort for
the purpose of the evaluation.


III.  Data Collection and Analysis Techniques


The evaluation approach draws on several existing qualitative and quan-
titative data sources. The quantitative evaluation is based largely on a
1998 household survey conducted by the World Bank’s Operations
Evaluation Department. This survey generates panel data by revisiting as
many households as could be located from a 1990 household survey con-
ducted by the Africa Technical Department, which in turn drew from a
subsample of the 1982 Rural Household Budget Survey. (These three sur-
veys generate a panel data set for approximately 300 households. The
surveys cover household demographics, farm characteristics, and input-
output data on agricultural production; the 1990 and 1998 surveys also
collect information on contact with extension services, including aware-
ness and adoption of extension messages.) These data are supplemented
by a survey of the extension staff, several recent reviews of the extension
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service conducted or commissioned by the Ministry of Agriculture, and
individual and focus group discussions with extension staff. The study
also draws on two recent beneficiary assessments: a 1997 study by
ActionAid Kenya, which elicited the views of users and potential users of
Kenya’s extension services; and a 1994 Participatory Poverty Assessment,
which inquired about public services, including extension, and was car-
ried out jointly by the World Bank, British Overseas Development
Administration, African Medical and Research Foundation, UNICEF, and
the government of Kenya.


The analysis evaluates both the implementation process and the out-
come of the Kenyan T&V program. The study evaluates institutional
development by drawing on secondary and qualitative data—staff sur-
veys, interviews, and the ministry’s own reviews of the extension service.
Quality and quantity of services delivered are assessed by using a com-
bination of the findings of participatory (beneficiary) assessments, staff
surveys, and through measures of outreach and the nature and frequen-
cy of contact between extension agents and farmers drawn from the 1998
OED survey. The survey data are also used to measure program out-
comes, measured in terms of farmer awareness and adoption of extension
recommendations. 


The program’s results—its actual impact on agricultural production in
Kenya—are evaluated by relating the supply of extension services to
changes in productivity and efficiency at the farm level. Drawing on the
household panel data, these impacts are estimated by using the data
envelopment analysis , a nonparametric technique, to measure changes
in farmer efficiency and productivity over time, along with econometric
analysis measuring the impact of the supply of extension services on
farm production. Contingent valuation methods are used to directly elic-
it the farmers’ willingness to pay for extension services.


IV.  Results


The institutional development of NEP-I and NEP-II has been limited.
After 15 years, the effectiveness of extension services has improved lit-
tle. Although there has been healthy rethinking of extension approaches
recently, overall the extension program has lacked the strategic vision for
future development. Management of the system continues to be weak,
and information systems are virtually nonexistent. The quality and
quantity of service provision are poor. Beneficiaries and extension ser-
vice staff alike report that visits are infrequent and ineffective. Although
there continues to be unmet demand for technically useful services, the
focus of the public extension service has remained on simple and basic
agronomic messages. Yet the approach taken—a high intensity of contact
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with a limited number of farmers—is suited to deliver more technical
information. The result has been a costly and inefficient service delivery
system. Extension activities have had little influence on the evolution of
patterns of awareness and adoption of recommendations, which indi-
cates limited potential for impact. In terms of the actual impact on agri-
cultural production and efficiency, the data indicate a small positive
impact of extension services on technical efficiency but no effect on
allocative or overall economic efficiency. Furthermore, no significant
impact of the supply of extension services on productivity at the farm
level could be established by using the data in hand. The data do show,
however, that the impact has been relatively greater in the previously
less productive areas, where the knowledge gap is likely to have been
the greatest. These findings are consistent with the contingent valuation
findings. A vast majority of farmers, among both the current recipients
and nonrecipients, are willing to pay for advice, indicating an unmet
demand. However, the perceived value of the service, in terms of the
amount offered, is well below what the government is currently spend-
ing on delivering it.


V.  Policy Implications


The Kenya Extension Service Evaluation stands out in terms of the array
of practical policy conclusions that can be derived from its results, many
of which are relevant to the design of future agricultural extension pro-
jects. First, the evaluation reveals a need to enhance targeting of extension
services, focusing on areas and groups in which the difference between
the average and best practice is the greatest and hence the impact is like-
ly to be greatest. Furthermore, advice needs to be carefully tailored to
meet farmer demands, taking into account variations in local technologi-
cal and economic conditions. Successfully achieving this level of service
targeting calls for regular and timely flows of appropriate and reliable
information, and the need for a monitoring and evaluation system to pro-
vide regular feedback from beneficiaries on service content. 


To raise program efficiency, a leaner and less-intense presence of exten-
sion agents with wider coverage is likely to be more cost-effective. There
are not enough technical innovations to warrant a high frequency of vis-
its, and those currently without access demand extension services. The
program’s blanket approach to service delivery, relying predominantly
on a single methodology (farm visits) to deliver standard simple mes-
sages, also limits program efficiency. Radio programs are now popular,
younger farmers are more educated, and alternative providers (non-
governmental organizations) are beginning to emerge in rural Kenya. A
flexible pluralistic approach to service delivery, particularly one that uses
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lower-cost means of communication, is likely to enhance the program’s
cost-effectiveness.


Finally, the main findings point to the need for institutional reform. As
with other services, greater effectiveness in the delivery of extension ser-
vices could be achieved with more appropriate institutional arrange-
ments. The central focus of the institution should be the client (farmer).
Decentralization of program design, including participatory mechanisms
that give voice to the farmer (such as cost sharing and farmer organiza-
tions) should become an integral part of the delivery mechanism.
Financial sustainability is critical. The size and intensity of the service
should be based on existing technological and knowledge gaps and the
pace of flow of new technology. Cost recovery, even if only partial, offers
several advantages: it provides appropriate incentives, addresses issues
of accountability and quality control, makes the service more demand-
driven and responsive, and provides some budgetary respite. Such
decentralized institutional arrangements remain unexplored in Kenya
and in many extension programs in Africa and around the world.


VI.  Evaluation Costs and Administration


Costs. The total budget allocated for the evaluation was $250,000, which
covered household survey data collection and processing ($65,000—
though this probably is an underestimate of actual costs); extension staff
survey, data, and consultant report ($12,500); other data collection costs
($12,500); and a research analyst ($8,000). Approximately $100,000 (not
reflected in the official costs) of staff costs for data processing, analysis,
and report writing should be added to fully reflect the study’s cost.


Administration. To maintain objectivity and dissociate survey work from
both the government extension service and the World Bank, the house-
hold survey was implemented by the Tegemeo Institute of Egerton
University, an independent research institute in Kenya. The analysis was
carried out by Madhur Gautam of the World Bank.


VII.  Lessons Learned


• The combination of theory-based evaluation and a results-based
framework can provide a sound basis for evaluating the impact of pro-
ject interventions, especially when many factors are likely to affect
intended outcomes. The design of this evaluation provided for the
measurement of key indicators at critical stages of the project cycle,
linking project inputs to the expected results to gather sufficient evi-
dence of impact.
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• An empirical evaluation demands constant and intense supervision.
An evaluation can be significantly simplified with a well-functioning
and high quality monitoring and evaluation system, especially with
good baseline data. Adequate resources for these activities are rarely
made available. This evaluation also benefited tremendously from
having access to some, albeit limited, data for the preproject stage and
also independent sources of data for comparative purposes.


• Cross-validation of conclusions using different analytical approaches
and data sources is important to gather a credible body of evidence.
Imperfect data and implementation problems place limits on the
degree of confidence that individual methods can provide answers to
key evaluative questions. Qualitative and quantitative assessments
strongly complement each other. The experience from this evaluation
indicates that even in the absence of participatory beneficiary assess-
ments, appropriately designed questions can be included in a survey to
collect qualitative as well as quantitative information. Such information
can provide useful insights to complement quantitative assessments.


• If properly applied, contingent valuation can be a useful tool, espe-
cially in evaluating the value of an existing public service. The results
of the application in this evaluation are encouraging, and the respons-
es appear to be rational and reasonable.


VIII.  Sources


World Bank. 1999. World Bank Agricultural Extension Projects in Kenya: An
Impact Evaluation. Operations Evaluation Department, Report no. 19523.
Washington, D.C.


In addition, the following working papers are also available from the
World Bank Operations Evaluation Department:


The Efficacy of the T&V system of Agricultural Extension in Kenya: Results
from a Household Survey


Awareness and Adoption of Extension Messages


Reconsidering the Evidence on Returns to T&V Extension in Kenya


Farmer Efficiency and Productivity Change in Kenya: An Application of the
Data Envelopment Analysis


The Willingness to Pay for Extension Services in Kenya: An Application of the
Contingent Valuation Method
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Annex 1.9: The Impact of Mexico’s Retraining
Program on Employment and Wages 


(PROBECAT)


I.  Introduction


This case is somewhat unusual in that three evaluations of the program
have been carried out—first, by the World Bank using data from 1992
(Revenga, Riboud, and Tan 1994); second, by the Mexican Ministry of
labor using data from 1994 (STPS 1995); and third, an update by the
World Bank (Wodon and Minowa 1999). The methodologies used for the
first two evaluations were quite similar, and they gave similar results.
Methodological enhancements in the third evaluation led to fairly differ-
ent findings and policy conclusions. The fact that the results differ sub-
stantially between the first two evaluations and the third highlights the
importance of the methodology and data used, and caution in interpret-
ing results when carrying out program evaluations. 


Project Description. PROBECAT (Programa de Becas de Capacitacion
para Trabajadores) is a Mexican short-term training program targeted at
increasing earnings and employment for unemployed and displaced
workers. PROBECAT is administered through the state employment
offices. Trainees receive minimum wage during the training period,
which lasts from one to six months, and the local employment office pro-
vides placement. Originally, the program was small (50,000 or so partici-
pants), but in recent years it has grown dramatically, to cover more than
500,000 persons per year.


Highlights of the Evaluations. The highlights are as follows:


• The 1994 evaluation is interesting for four reasons: the imaginative use
of existing data; the construction of a matched-comparison group; the
explicit recognition of the multifaceted nature of the intervention out-
comes, particularly for heterogeneous groups of workers; and the
explicit cost-benefit analysis. The findings of the evaluation were quite
positive in terms of the impact of the program on beneficiaries.


• The 1995 evaluation is a replication of the methodology of the 1994
evaluation on a more recent data set. The findings are also favorable
for the impact of the program. Because the design and findings of the
1995 evaluation match those of the 1994 evaluation, the 1995 evalua-
tion will not be discussed below.
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• The 1999 evaluation was carried out as part of the Mexico poverty
assessment with the data set used for the 1995 evaluation but with a
different econometric methodology. The controls used for the endo-
geneity of program participation showed a vanishing of the impact of
the program on the probability of working and on wages after train-
ing. Although this does not imply that the program has no benefit, it
suggests that it works more as a temporary safety net for the unem-
ployed than as a job training program.


II.  Research Questions and Evaluation Design


In the 1994 evaluation, the authors estimate the impact of training on (a)
the probability of employment after 3, 6, and 12 months; (b) the time to
exit unemployment; (c) the effect on monthly earnings, work hours per
week, and hourly wages; and (d) the return on investment.


The 1999 evaluation looks at the same questions except work hours per
week and hourly wages. Given that there is no impact in that evaluation
on employment and monthly earnings, the return is zero, but again the
program may work as a safety net. 


The design of both evaluations is innovative in constructing the com-
parison group. In both cases, the evaluations combine an existing panel
labor force survey, Encuesta Nacional de Empleo (ENEU), with a panel of
trainees for the same period. That is, the program’s selection criteria are
used to define the control group from the ENEU. Although there is no
alternative to this combination of surveys because of data limitations, the
construction of the joint sample (control and treatment groups) can be cri-
tiqued, as discussed in the 1999 evaluation: 


• In using the unemployed individuals in the ENEU to form the control
group, it is assumed that none of the ENEU individuals have benefit-
ed from the program. This is not the case because every individual in
the ENEU has some probability of having participated in PROBECAT.
Fortunately, given that the program was small until 1993, only a very
small minority of the individuals in the control group are likely to have
participated in the program (the data for the 1999 evaluation are for
1993–94); 


• The combination of two random samples (PROBECAT trainees and
ENEU unemployed individuals) is not a random sample, so that in
the absence of the standard properties for the residuals, the results
of regressions may not yield consistent parameter estimates, espe-
cially because the models used are sensitive to the assumption of
bivariate normality. In the absence of better data, not much can be
done on this.
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The main differences between the 1994 and 1999 evaluations are as fol-
lows; 


• In the 1994 evaluation, the authors attempt to address the selection
bias problems resulting from PROBECAT’s nonrandom selection of
trainees by estimating a probit model of the probability of participa-
tion. The comparison group is then limited to those individuals who
are highly likely to participate. In the 1999 evaluation, the authors
argue that this method does not eliminate the problem of endogeneity.
Instead, they use an instrumental variable to control for the endogene-
ity of program participation.


• In the estimation of earnings in the 1994 evaluation, while participa-
tion in PROBECAT is controlled for, the sample selection bias resulting
from the decision to work is not accounted for. In the 1999 study, both
sample selection problems are accounted for.


III.  Data


In the 1994 evaluation, data on trainees are gathered from a 1992 retro-
spective survey administered to 881 men and 845 women who were
trained in 1990. This is supplemented with panel data on 371 men and
189 women derived from a household survey of the 16 main urban areas
in Mexico. This survey was part of a regular quarterly labor force survey,
ENEU, undertaken by the Mexican statistical agency. The authors exploit-
ed the rotation group structure of the survey to take workers who were
unemployed in the third quarter of 1990 and then tracked those workers
for a year. This was supplemented by a cohort that became unemployed
in the fourth quarter of 1990 and was tracked for nine months. The same
method was used in the 1999 evaluation, but for more recent data.


IV.  Econometric Techniques


The key econometric techniques used are survival analysis (duration
models) for the probability of working and Heckman regressions for
wages. What follows is based on the 1999 evaluation. Differences with the
1994 evaluation are highlighted.


Impact of PROBECAT on the Length of Employment Search. In the sur-
vival analysis, the survivor function S(t) represents the length of unem-
ployment after training (measured in months). Given S(t), the hazard
function λ(t) denoting the chance of becoming employed (or the risk of
remaining unemployed) at time t among the individuals who are not yet
employed at that time is λ(t) = –d(logS(t))/dt. The survivor curve can be
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specified as a function of program participation P, individual characteris-
tics X, and state characteristics Z, so that λ = λ(t; X, Z, P). In Cox’s pro-
portional hazard model, if i denotes a household and j denotes the area
in which the household lives, we have


λ(t; X, Z, P1, P2) = λ0(t) exp(γ’Xij + δ’Zj + µPij). (1)


Cox proposed a partial maximum likelihood estimation of this model
in which the baseline function λ0(t) does not need to be specified. If µ is
positive and statistically significant, the program has a positive effect on
employment. In a stylized way, the difference between the 1994 and 1996
evaluations can be described as follows:


• In the 1994 evaluation, the authors run a probit on program participa-
tion and delete from the control group those individuals with a low
probability of participating in the program. They then run equation (1)
without further control for endogeneity. 


• In the 1999 evaluation, the authors also run a probit on program par-
ticipation, but they use program availability at the local level (obtained
from administrative data) as an additional determinant of participa-
tion (but not of outcome conditional on individual participation.) Then
they run equation (1), not with the actual value of the participation
variable but with the predicted (index) value obtained from the first
stage probit. This is an instrumental variable procedure. The idea fol-
lows work on program evaluation using decentralization properties
by Ravallion and Wodon (2000) and Cord and Wodon (1999). The
authors compare their results with other methods, showing that other
methods exhibit a bias in the value of the parameter estimates owing
to insufficient control for endogeneity.


Impact of PROBECAT on Monthly Earnings. To carry out this analysis,
a model with controls for sample selection in labor force and program
participation is used in the 1999 evaluation (the 1994 evaluation controls
only for program participation). Denote by log w the logarithm of the
expected wage for an individual. This wage is nonzero if and only if it is
larger than the individual’s reservation wage (otherwise, the individual
would choose not to work). Denote the unobserved difference between
the individual’s expected wage and his or her reservation wage by ∆*.
The individual’s expected wage is determined by a number of individual
(vector E, consisting essentially of the individual’s education and past
experience) and geographic variables Z, plus program participation P.
The difference between the individual’s expected wage and his or her
reservation wage is determined by the same variables, plus the number
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of children, the fact of being a household head, and the fact of being mar-
ried, captured by D. The model is thus


∆ij* = φ∆’Eij + π∆’Dij + η∆’Z j + α∆Pij + νij with ∆ij = 1 if ∆ij* > 0, and 0 if
∆ij*< 0 (2)


Log wij* = φw’Eij + ηw’Zj + αwP + κij with Log w = log w* if ∆= 1 and 0
if ∆ = 0. (3)


As for the survival model, in order to control for endogeneity of pro-
gram participation, in the 1999 evaluation a probit for program partici-
pation is first estimated by using program availability at the local level as
a determinant of individual participation. Then the above equations are
estimated by using the predicted (index) value of program participation
instead of its true value. In the 1994 evaluation, the model does not con-
trol for the decision to participate in the labor market given in equation
(2) above. This equation is replaced by the program participation probit
estimated without local availability of the program as an independant
variable. Again, comparisons of various models show that bias is present
when the instrumental variable technique is not used. 


V.  Who Carried It Out


The 1994 evaluation was conducted by Ana Revenga in the Latin America
and Caribbean Country Department II of the World Bank, Michelle
Riboud in the Europe and Central Asia Country Department IV of the
World Bank, and Hong Tan in the Private Sector Development
Department of the World Bank. The 1999 evaluation was carried out by
Quentin Wodon and Mari Minowa, also at the World Bank (Latin
America region).


VI.  Results


The results obtained in the various evaluations are very different. The
1994 and 1995 evaluations find positive impacts of the program on
employment and wages. No positive impact was found in the 1999 eval-
uation, which is based on the same data used for the 1995 evaluation. In
terms of cost-benefit analysis, the first two evaluations are favorable but
the last evaluation is not. The disappointing results in the last evaluation
are not surprising. Most retraining programs in Organisation for
Economic Co-operation and Development countries have been found to
have limited impacts, and when programs have been found to have some
impact, this impact tends to vanish after a few years (Dar and Gill 1998).


138 EVALUATING THE IMPACT OF DEVELOPMENT PROJECTS ON POVERTY


02-Evaluating Impacts  5/23/00 5:42 AM  Page 138







The fact that PROBECAT may not be beneficial in the medium to long run
for participants according to the last evaluation does not mean that it
should be suppressed. The program could be viewed as providing tem-
porary safety nets (through the minimum wage stipend) rather than
training. Or it could be improved so as to provide training with longer-
lasting effects. 


VII.  Lessons Learned


Apart from some of the innovative features of these evaluations and their
limits, the key lesson is that one should be very careful in doing program
evaluations and using the results to recommend policy options. The fact
that a subsequent evaluation may contradict a previous one with the use
of different econometric techniques should always be kept in mind. There
have been many such cases in the literature. 


VIII.  Sources


Revenga, Ana, Michelle Riboud, and Hong Tan. 1994. “The Impact of
Mexico’s Retraining Program on Employment and Wages.” World Bank
Economic Review 8 (2): 247–77.


Wodon, Quentin, and Mari Minowa. “Training for the Urban
Unemployed: A Reevaluation of Mexico’s PROBECAT.” World Bank,
Government Programs and Poverty in Mexico, Report No. 19214-ME,
Vol. II. 
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Annex 1.10: Mexico, National Program for
Education, Health, and Nutrition (PROGRESA):


A Proposal for Evaluation


I.  Introduction 


Project Description. PROGRESA is a multisectoral program aimed at
fighting extreme poverty in Mexico by providing an integrated package
of health, nutrition, and educational services to poor families. The
Mexican government will provide monetary assistance, nutritional sup-
plements, educational grants, and a basic health package for at least three
consecutive years. It plans to expand PROGRESA from its current size of
400,000 families to 1 to 1.5 million families at the end of 1998, with an
expenditure of $500 million.


Highlights of Evaluation. The evaluation is particularly complex
because three dimensions of the program are evaluated: operation, tar-
geting effectiveness, and impact. Adding to the complexity, outcomes are
themselves multidimensional. There are thus many different evaluation
components: beneficiary selection, evaluation methods, nonexperimental
analytical framework, data requirements, impacts on education, impacts
on health, impacts on food consumption and nutrition, impacts on con-
sumption expenditures and intrahousehold allocation, potential second-
round impacts of the program, simulations of changes in program bene-
fits, and cost-effectiveness and cost-benefit issues.


Although the evaluation is an outline of ideas rather than the results of
an implementation, a major lesson learned from it is how to think about
and structure an evaluation before actually implementing it. In particu-
lar, there is a very useful outline of the conceptual and empirical issues to
be addressed in an evaluation and the ways in which the issues can be
addressed. Another useful component of the evaluation is its breadth:
rather than simply evaluating the impact of an intervention, it will help
pinpoint whether the outcome is due to successes or failures in the inter-
vention operation and targeting.


II.  Research Questions and Evaluation Design


The core research questions are to evaluate the three dimensions of
PROGRESA’s performance—operational aspects, targeting, and impact.
The operational aspect of an intervention is often ignored, despite the fact
that interventions could be turned from failures into successes if correc-
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tive measures were taken. A similar argument could be made for target-
ing: a program may seem to have failed simply because of poor targeting
rather than because the intervention itself was flawed. The evaluation of
the impact is more standard, although even this goal is quite ambitious in
that both the magnitude of the impact and the pathways by which it is
achieved are analyzed.


The monitoring of the program operation is a two-step procedure. The
team develops a schematic of the sequence of steps for the intervention.
The team then uses observations, interviews, focus groups, and work-
shops with stakeholders to assess, analyze, and potentially change pro-
gram processes.


A two-step approach is also used to target households for PROGRESA.
The first is to identify which localities in a region are eligible to receive
PROGRESA by means of a poverty-based index. The second is to identi-
fy the eligibility of a family within the locality, based on the interaction
between PROGRESA officials and local leaders. The study will address
the validity of this targeting by (a) comparing the distribution of house-
hold consumption levels in participant and nonparticipant households in
treatment localities, (b) deriving an eligibility cutoff for household con-
sumption that is consistent with the total number of households that
PROGRESA can serve, (c) conducting sensitivity and specificity analysis
of PROGRESA and non-PROGRESA households versus the households
selected and not selected under this cutoff, (d) exploring the ability of
current criteria to predict consumption, (e) identifying alternative criteria
from other data sources, and (f) simulating models that could improve
targeting with alternative criteria (International Food Policy Research
Institute 1998, p. 6).


For the impact evaluation, the same system was followed, with the
result that localities were randomly allocated to 296 treatment and 173
nontreatment groups, with 14,382 families in the former category and
9,202 families in the latter category. Eligible families in the control cate-
gory will receive treatment after at least one year has passed.


The consultants plan to test for possible nonrandomization by com-
paring the characteristics of treatment and control groups. If they are
systematically different, then three nonexperimental methods will be
used: control function methods, matching methods, and regression
methods.


III.  Data


The operational data component is obtained from observation and inter-
views, focus groups, and workshops with stakeholders. The main focus
is on identifying what and why things are happening, the level of satis-


141CASE STUDIES


02-Evaluating Impacts  5/23/00 5:42 AM  Page 141







faction with the process, and improvement suggestions. These data are
collected across localities and will also rely heavily on PROGRESA’s
internal administrative records.


Two surveys have been implemented: December 1997 census surveys
and March 1998 baseline surveys. The central variable for the targeting
criterion is clearly household consumption, and while this was not col-
lected in the census, it was collected in the March survey. This variable,
however, lacks information on self-consumption, and although it will be
collected later, it will be contaminated by the implementation of PRO-
GRESA. The consultants plan to work exclusively with eligible and
noneligible households in the control localities.


The evaluation of the impact hinges on the choice of impact indicators.
PROGRESA should affect both the quality and quantity of services pro-
vided and investment in health, nutrition, and education. A host of eval-
uation indicators are proposed based on a number of impact outcomes,
and each has an associated data source. Household welfare, as measured
by household consumption, savings, accumulation of durable goods, will
be measured by baseline and follow-up surveys; the nutritional and
health status of children will be measured by a nutrition subsample base-
line and follow-up surveys; child educational achievement will be mea-
sured by standardized national tests; food consumption will be captured
by the baseline and follow-up surveys; school use will be addressed by
both a school-level survey and by the baseline and follow-up surveys;
health facility use can be monitored by health clinic records and the sur-
veys; and women’s status can also be measured by surveys and by the
stakeholder investigations. 


One very attractive feature of the proposed evaluation is the analytical
approach taken to examine current outcome measures and the extensive
discussion of more appropriate outcome and control measures for educa-
tion, health, and consumption.


A cost-benefit analysis is planned. A set of benefits is developed,
despite the inherent difficulty of monetizing quality of life and empow-
erment improvements. Two different types of cost are also identified:
administrative program costs and program costs. The former consist of
screening, targeted delivery mechanisms, and monitoring costs; the latter
include forgone income generation.


IV.  Econometric Techniques


The econometric techniques applied depend on the relationships to be
estimated. The consultants discuss the appropriateness of the production
function relationship (for example, for academic achievement), demand
relationships (for example, for health or education services), and condi-
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tional demand relationships (in which some variables are determined by
the family rather than the individual). 


The most interesting econometric technique used is applied to the esti-
mation of a Working-Leser expenditure function of the form


Wj = αI+ β1j lpcexp + β2j lsiz + Σk δkj demk + Σs Θsj zs + β3jP + ej


where wj is the budget share of the jth good; lpcexp is the log of per
capita total expenditures; lsiz is the log of household size; demk is the
proportion of demographic group k in the household; zs is a vector of
dummy variables affecting household location; P captures Progresa par-
ticipation; and ej is the error term.


This approach has many advantages: it permits the inclusion of control
factors; it satisfies the adding-up constraint; and it is widely used, per-
mitting comparisons with other studies. Finally, the model can be used to
identify three different paths in which PROGRESA can affect expendi-
tures: through changing household resources (β1j times the marginal
propensity to consume, estimated separately), through changing the
income distribution (by modifying it to include the proportion of adult
women in the household), and through a greater participation effect. The
baseline and follow-up surveys allow difference-in-difference method-
ologies to be used. 


They also identify key econometric issues that are likely to be faced:
collinearity, measurement error, omitted variables, simultaneity, and
identifying the time period within which it is reasonable to expect an
impact to be observable.


V.  Who Will Carry It Out


The International Food Policy Research Institute staff include Gaurav
Datt, Lawrence Haddad, John Hoddinott, Agnes Quisumbing, and Marie
Ruel. The team includes Jere Behrman, Paul Gertler, and Paul Schultz.


VI.  Lessons Learned


The primary lesson learned here is the value of identifying evaluation
issues, methodology, and data sources—and critically evaluating the
evaluation—before the evaluation takes place. This evaluation outline
provides a very valuable service in developing a thoughtful illustration
of all the possible issues and pitfalls an evaluator is likely to encounter. In
particular, some common-sense issues with evaluating an impact are
identified: (a) policy changes may be hard to predict because of cross-
substitution and behavior adjustment; (b) marginal benefits and margin-
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al costs depend on a number of things: externalities (putting a wedge
between social and private valuation), the actors (parents versus chil-
dren); (c) the importance of unobserved characteristics; (d) the impor-
tance of controlling for individual, family, and community characteris-
tics; and (e) the empirical estimates depend on a given macroeconomic,
market, policy, and regulatory environment.


VII.  Source


International Food Policy Research Institute. 1998. Programa Nacional de
Educación, Salud, y Alimentación (PROGRESA): A Proposal for Evaluation
(with technical appendix). Washington, D.C.: IFPRI.
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Annex 1.11: Evaluating Nicaragua’s School Reform:
A Combined Quantitative-Qualitative Approach


I.  Introduction


Project Description. In 1991, the Nicaraguan government introduced a
sweeping reform of its public education system. The reform process has
decentralized school management (decisions on personnel, budgets, cur-
riculum, and pedagogy) and transferred financing responsibilities to the
local level.


Reforms have been phased in over time, beginning with a 1991
decree that established community-parent councils in all public schools.
Then a 1993 pilot program in 20 hand-picked secondary schools trans-
formed these councils into school management boards with greater
responsibility for personnel, budgets, curriculum, and pedagogy. By
1995, school management boards were operational in 100 secondary
schools and over 300 primary schools, which entered the program
through a self-selection process involving a petition from teachers and
school directors. School autonomy was expected to be almost universal
by the end of 1999.


The goal of the Nicaraguan reforms is to enhance student learning by
altering organizational processes within public schools so that decision-
making benefits students as a first priority. As school management
becomes more democratic and participatory and locally generated rev-
enues increase, spending patterns are to become more rational and allo-
cated to efforts that directly improve pedagogy and boost student
achievement.


Impact Evaluation. The evaluation of the Nicaraguan School Autonomy
Reform represents one of the first systematic efforts to evaluate the
impact of school decentralization on student outcomes. The evaluation,
carried out jointly by the World Bank and the Ministry of Education,
began in 1995 and was to be complete by the end of 1999. The design is
innovative in that it combines both qualitative and quantitative assess-
ment methods, and the quantitative component is unique in that it
includes a separate module assessing school decisionmaking processes.
The evaluation also illustrates “best-practice” techniques when there is
no baseline data and when selective (nonrandom) application of reforms
rules out an experimental evaluation design.


The purpose of the qualitative component of the evaluation is to illu-
minate whether or not the intended management and financing reforms
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are actually observed in schools and to assess how various stakeholders
viewed the reform process. The quantitative component fleshes out these
results by answering the following question: “Do changes in school man-
agement and financing actually produce better learning outcomes for
children?” The qualitative results show that successful implementation of
the reforms depends largely on school context and environment (i.e.,
poverty level of the community), whereas the quantitative results suggest
that increased decisionmaking by schools is in fact significantly associat-
ed with improved student performance.


II.  Evaluation Design


The design of the Nicaraguan School Autonomy Reform evaluation is
based on the “matched comparison technique,” in which data for a rep-
resentative sample of schools participating in the reform process are com-
pared with data from a sample of nonparticipating schools. The sample
of nonparticipating schools is chosen to match, as closely as possible, the
characteristics of the participating schools and hence provides the coun-
terfactual. This design was chosen because the lack of baseline data ruled
out a before-and-after evaluation technique and because reforms were
not applied randomly to schools, which ruled out an experimental eval-
uation design (in which the sample of schools studied in the evaluation
would be random and therefore nationally representative).


III.  Data Collection and Analysis Techniques


The qualitative study draws on data for a sample of 12 schools, 9 reform-
ers and 3 nonreformers, which represent the control group. (Data were
actually gathered for 18 schools, but only 12 of these schools were includ-
ed in the qualitative study because of delays in getting the transcripts
prepared and a decision to concentrate the bulk of the analysis on reform
schools, which provided more relevant material for the analysis.) The
sample of 12 schools was picked to represent both primary and sec-
ondary schools, rural and urban schools, and, based on data from the
1995 quantitative survey, schools with differing degrees of actual auton-
omy in decisionmaking. A total of 82 interview and focus-group sessions
were conducted, focusing on discovering how school directors, council
members, parents, and teachers understood and viewed the decentral-
ization process. All interviews were conducted by native Nicaraguans,
trained through interview simulation and pilot tests to use a series of
guided questions without cueing responses. Interviews were audio-
recorded, transcribed, and then distilled into a two- to four-page tran-
script, which was then analyzed to identify discrete sets of evidence and
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fundamental themes that emerged across schools and actors and between
reform schools and the control group.


Quantitative data collection consisted of two components, a panel
survey of schools that was conducted in two rounds
(November–December 1995 and April–August 1997) and student
achievement tests for students in these schools that were conducted in
November 1996. The school survey collected data on school enrollment,
repetition and dropout rates, physical and human resources, school deci-
sionmaking, and characteristics of school directors, teachers, students,
and their families. The school decisionmaking module is unique and
presents a series of 25 questions designed to gauge whether and how the
reform has actually increased decisionmaking by schools. The survey
covered 116 secondary schools (73 reformers and 43 nonreformers rep-
resenting the control group) and 126 primary schools (80 reformers and
46 nonreformers). Again, the control groups were selected to match the
characteristics of the reform schools. The survey also gathered data for
400 teachers, 182 council members, and 3,000 students and their parents,
and 10–15 students were chosen at random from each school. Those stu-
dents who remained in school and could be traced were given achieve-
ment tests at the end of the 1996 school year and again in the second
round of survey data collection in 1997.


Quantitative data analysis draws on regression techniques to estimate
an education production function. This technique examines the impact of
the school’s management regime (how decentralized it is) on student
achievement levels, controlling for school inputs, and household and stu-
dent characteristics. The analysis measures the effect of both de jure and
de facto decentralization; de jure decentralization simply indicates
whether or not the school has legally joined the reform, whereas de facto
decentralization measures the degree of actual autonomy achieved by the
school. De facto decentralization is measured as the percentage of 25 key
decisions made by the school itself and is expected to vary across schools
because reforms were phased in (so schools in the sample will be at dif-
ferent stages in the reform process) and because the capacity to success-
fully implement reforms varies according to school context (a result iden-
tified in the qualitative study). 


IV.  Results


The qualitative study points out that policy changes at the central level
do not always result in tidy causal flows to the local level. In general,
reforms are associated with increased parental participation as well as
management and leadership improvements. But the degree of success
with which reforms are implemented varies with school context. Of par-
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ticular importance are the degree of impoverishment of the surrounding
community (in poor communities, increasing local school financing is dif-
ficult) and the degree of cohesion among school staff (when key actors
such as teachers do not feel integrated into the reform process, success at
decentralization has been limited). Policymakers often ignore the highly
variable local contexts into which new programs are introduced. The
qualitative results point out that in the Nicaraguan context the goal of
increased local financing for schools is likely to be derailed in practice,
particularly in poor communities, and therefore merits rethinking. 


The quantitative study reinforces the finding that reform schools are
indeed making more of their own decisions, particularly with regard to
pedagogical and personnel matters. De jure autonomy—whether a school
has signed the reform contract—does not necessarily translate into greater
school-level decisionmaking, or affect schools equally. The degree of
autonomy achieved depends on the poverty level of the community and
how long the school has been participating in the reform process. The
regression results show that de jure autonomy has little bearing on stu-
dent achievement outcomes; but de facto autonomy—the degree of actual
decentralization achieved by the school—is significantly associated with
improved student achievement. (This result is preliminary pending fur-
ther exploration of the panel data, which have recently become available.)
Furthermore, simulations indicate that increased school decentralization
has a stronger bearing on student achievement than improvements in
other indicators of typical policy focus, such as teacher training, lowering
class size, and increasing the number of textbooks.


V.  Policy Application


The evaluation results provide concrete evidence that Nicaragua’s School
Autonomy Reform has produced tangible results. Reform schools are
indeed making more decisions locally—decentralization is happening in
practice, not just on the books—and enhanced local decisionmaking does
result in improved student achievement. 


The results also point out areas in which policy can be improved, and,
as a result, the Ministry of Education has introduced a number of changes
in the school reform program. The program now places greater emphasis
on the role of teachers and on promoting the pedagogical aspects of the
reform. Teacher training is now included as part of the program, and the
establishment of a pedagogical council is being considered. Further, in
response to the financing problems of poor communities, the ministry
has developed a poverty map–driven subsidy scheme. Finally, the tangi-
ble benefits from this evaluation have prompted the ministry to incorpo-
rate a permanent evaluation component into the reform program.
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VI.  Evaluation Costs and Administration


Costs. The total cost of the evaluation was approximately $495,000, rep-
resenting less than 1.5 percent of the World Bank credit. (This total does
not include the cost of local counterpart teams in the Nicaraguan
Ministry of Eduation.) Of this total evaluation cost, 39 percent was spent
on technical support provided by outside consultants, 35 percent on data
collection, 18 percent on World Bank staff time, and 8 percent on travel.


Administration. The evaluation was carried out jointly by the
Nicaraguan Ministry of Education and the World Bank. In Nicaragua
the evaluation team was led by Patricia Callejas, Nora Gordon, and
Nora Mayorga de Caldera in the Ministry of Education. At the World
Bank the evaluation was carried out as part of the research project,
“Impact Evaluation of Education Projects Involving Decentralization
and Privatization” under the guidance of Elizabeth King, with Laura
Rawlings and Berk Ozler. Coordinated by the World Bank team, Bruce
Fuller and Madgalena Rivarola from the Harvard School of Education
worked with Liliam Lopez from the Nicaraguan Ministry of Education
to conduct the qualitative evaluation.


VII.  Lessons Learned


Value of the Mixed-Method Approach. Using both qualitative and quan-
titative research techniques generated a valuable combination of useful,
policy relevant results. The quantitative work provided a broad, statisti-
cally valid overview of school conditions and outcomes; the qualitative
work enhanced these results with insight into why some expected out-
comes of the reform program had been successful whereas others had
failed and hence helped guide policy adjustments. Furthermore, because
it is more intuitive, the qualitative work was more accessible and there-
fore interesting to ministry staff, which in turn facilitated rapid capacity
building and credibility for the evaluation process within the ministry.


Importance of Local Capacity Building. Local capacity building was
costly and required frequent contact and coordination with World Bank
counterparts and outside consultants. However, the benefit was the rapid
development of local ownership and responsibility for the evaluation
process, which in turn fostered a high degree of acceptance of the evalu-
ation results, whether or not these reflected positively or negatively on
the program. These evaluation results provided direct input to the reform
as it was evolving. The policy impact of the evaluation was also enhanced
by a cohesive local team in which evaluators and policymakers worked
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collaboratively, and because the minister of education was brought on
board as an integral supporter of the evaluation process.


VIII.  Sources


The following documents provide detailed information on the
Nicaraguan School Autonomy Reform Evaluation:


Fuller, Bruce, and Magdalena Rivarola. 1998. Nicaragua’s Experiment to
Decentralize Schools: Views of Parents, Teachers and Directors. Working Paper
Series on Impact Evaluation of Education Reforms, paper no. 5. World
Bank, Washington, D.C.


King, Elizabeth, and Berk Ozler. 1998. What’s Decentralization Got to Do
with Learning? The Case of Nicaragua’s School Autonomy Reform. Working
Paper Series on Impact Evaluation of Education Reforms, paper no. 9.
World Bank, Washington, D.C.


King, Elizabeth, Berk Ozler, and Laura Rawlings. 1999. Nicaragua’s School
Autonomy Reform: Fact or Fiction? Washington, D.C.: World Bank.


Nicaragua Reform Evaluation Team. 1996. Nicaragua’s School Autonomy
Reform: A First Look. Working Paper Series on Impact Evaluation of
Education Reforms, paper no. 1. World Bank, Washington, D.C.


Nicaragua Reform Evaluation Team. 1996. 1995 and 1997 Questionnaires,
Nicaragua School Autonomy Reform. Working Paper Series on Impact
Evaluation of Education Reforms, paper no. 7. World Bank, Washington,
D.C.


Rawlings, Laura. 2000. “Assessing Educational Management and Quality
in Nicaragua.” In Bamberger, Integrating Quantitative and Qualitative
Methods in Development Research. Washington, D.C.: World Bank.
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Annex 1.12: Improving Elementary Mathematics
Education in Nicaragua: An Experimental Study of
the Impact of Textbooks and Radio on Achievement


I.  Summary of Evaluation 


Most poor countries have extremely limited resources for education,
which makes it important to allocate those resources effectively. Of the
three common policy options available—smaller class sizes, longer
teacher training programs, and textbook provision—only the last has fre-
quently been found to have a significantly positive effect on student
learning. This evaluation quantified the impact of textbook availability
on mathematics learning for Nicaraguan first grade students. 


The design of the evaluation was to provide textbooks to all students
in a subset of classes that were originally designated to be controls in an
ongoing study of the effectiveness of radio instructional programs. Half
of the classes received textbooks; half did not. All classes received both
a pretest at the beginning of the year and a posttest at the end. The
study then used simple regression techniques to compare the mean
classroom posttest scores as a function of pretest scores and the inter-
vention.


A major lesson learned is how to carefully design an evaluation: the
randomization was particularly well-constructed and cleverly combined
with a test that maximized cross-class comparability. Another lesson
learned was one of pragmatism: the evaluation was designed to forestall
potentially quite serious political economy issues. Finally, the evaluation
provides a series of practical examples of the types of decisions that must
be made in fieldwork.


II.  Research Questions and Evaluation Design


There are two very interesting components of the evaluation design: the
piggy-backing on a preexisting evaluation and the up-front understand-
ing of the political environment within which the evaluation was to take
place. The key research question was straightforward: to assess the
impact of increased textbook availability on first grade student learn-
ing—particularly focusing on whether the textbooks were actually used
in the classroom. Because there was already a radio instructional pro-
gram intervention (Radio Mathematics) in place, the question was broad-
ened to compare the impact of textbook availability with radio instruc-
tion as well as with a control group. 
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It is worth discussing the decision to monitor the actual use of text-
books, which makes the evaluation more difficult. Many educational
interventions provide materials to classrooms, but clearly the impact of
the provision depends on use. However, as the evaluators point out, this
decision means that the evaluation “does not assess the potential that
textbooks or radio lessons have for improving student achievement
under optimal outcomes. Rather, it attempts to assess their impact as they
might be adopted in the typical developing country” (Jamison, 1981 p.
559). Thus simple textbook provision may not in itself suffice without
also designing a method to ensure that teachers use the textbooks as
intended.


The evaluation used a randomized design that was piggybacked on a
preexisting project evaluation. In the existing Radio Nicaragua Project, an
entire mechanism had already put random assignment and testing pro-
cedures in place in order to evaluate the effectiveness of a radio-based
instructional program. The existing project had already classified all pri-
mary schools in three provinces in Nicaragua as radio or control using a
random sampling process stratified by urbanization (about 30 percent of
students are in rural schools, but equal numbers of classes were chosen in
each stratum). 


The textbook evaluation exploited this preexisting design by selecting
treatment and control schools in the following fashion. First, the evalua-
tors acquired a list of all schools with eligible classrooms for each of the
six categories (three provinces, rural and urban). They then randomly
assigned schools to treatment or control from these master lists for each
category, and then schools were used in the order that they appeared (one
school, which refused to participate, was replaced by the next one on the
list). Requests to participate from classes in control groups were denied,
and all use of the experimental material was controlled by the authors. It
is useful to note that the evaluation design had addressed this potential
political difficulty up front. The evaluation team announced their inten-
tions from the outset; the team obtained official approval and support of
the policy, and the team also established clear and consistent procedures
for the program.


The study thus randomly selected 88 classrooms: 48 radio and 40 con-
trol schools. Twenty of the control schools received textbooks for each
child, and teachers received both written and oral instruction and the
teachers’ editions of the tests. The radio component consisted of 150 daily
mathematics lessons, combined with student worksheets and written and
oral teacher instructions. 


An interesting decision that was made was the deliberate lack of
supervision of treatment groups. This was clearly difficult because the
absence of supervision made it hard to assess program utilization.
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However, the cost in terms of influencing behavior was judged to be too
high. Surprise visits, which were the accepted compromise solution,
could not be used because of political turmoil during the assessment year
and so had to be conducted the following year.


A second decision was to have tests administered by project staff
rather than classroom teachers. This clearly increased administrative
costs but reduced potential bias in test taking. The students were given a
pretest of mathematical readiness during the first three weeks of school.
The posttest, which measured achievement, was intended to be given in
the last three weeks of school but was administered two weeks early
because of political problems. The students had, as much as possible,
identical conditions for both tests when they took them because they had
the same length of time for the tests and because instructions were taped. 


III.  Data


There are two main lessons to be drawn from the data collection compo-
nent. The first is that logistical difficulties are often inevitable. Despite the
careful design there were a series of problems with developing a perfect
set of pretest-posttest comparisons. Although there were a total of 20 con-
trol classes, 20 textbook classes, and 47 radio classes, the numbers of
pretest and posttest scores were different in each group because of late
registration, dropping out, absence, and failure to be tested because of
overcrowding. Individual information on the students does not appear to
have been collected.


The second lesson is the imaginative way in which the evaluators
designed the posttest to minimize burden and yet obtain the necessary
information. A series of issues were faced: 


• There were no standardized tests in use in Nicaragua. 
• The test had to assess the achievement of the curriculum objectives.
• The test had to capture achievement on each topic to facilitate an eval-


uation of the effectiveness of the intervention on each topic as well as
in total. 


The evaluators used a multiple matrix-sampling design to address
these issues. The test had two types of questions: those given to all the
students in the class (40 G items) and those given to subsets of students
(44 I items). All I items were tested in every classroom; one-quarter of all
G items were tested in each classroom. This enables the researchers to
randomly assign units across two dimensions: schools and test forms.
The mean posttest scores for treatment and control groups are derived by
adding average scores for each test, and the standard errors are calculat-
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ed by using the residual variance after removing the main effects of items
and students. 


Information on textbook usage was also collected the year after the
intervention from 19 of the 20 textbook-using schools.


IV.  Econometric Techniques


The structure of the evaluation meant that a simple comparison of means
between treatment and control groups would be appropriate, and this
was in fact used. The approach can be very cumbersome if there are mul-
tiple strata and multiple interventions, which was the case with this eval-
uation. Thus the evaluators also used a simple regression approach. Here
the class was the unit of analysis, and the class mean posttest score was
regressed against the mean pretest score as well as dummies for the radio
and textbook interventions, an urban-rural dummy, and the average class
pretest score as independent variables. 


An important component of any evaluation is whether different
groups are affected differently by the same treatment. This can often be
achieved, as was done in this evaluation, by imaginative use of interac-
tive variables. Differences between urban and rural areas were captured
by interacting the urban-rural dummy with the intervention; difference
in the effect of the intervention based on initial test scores was captured
by interacting initial test scores with the intervention.


V.  Who Carried It Out


The World Bank supported the research project, but it was imbedded in
the joint United States Agency for International Development–Nicaragua
Ministry of Education Radio Mathematics Project.


VI.  Results


The authors found that both textbook and radio treatments had important
effects on student outcomes: textbook availability increased student
posttest scores by 3.5 items correct, radio lessons by 14.9 items—quite sub-
stantial given that the classroom standard deviation is 8.3 and that of indi-
vidual items is 11.8. Radio lessons and textbooks were both more effective
in rural schools and could potentially play a large part in reducing the gap
between urban and rural quality. These results appear to be independent
of the initial skill level of the class, as measured by pretest scores.


The authors attribute the difference in outcomes for the radio and the
textbook interventions to differences in textbook usage, particularly
given poorly educated teachers.
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VII.  Lessons Learned


Three main lessons were learned: the importance of politics in design
decisions, the usefulness of imaginative test designs, and the difficulties
associated with fieldwork. First, the political economy of randomized
design was highlighted in this study: there are clearly quite strong polit-
ical pressures that can be brought to bear and that need to be addressed
early on and with the support of the government. Second, the authors
were able to measure many facets of learning outcomes without having
unrealistically long tests, by imaginative application of a test design.
Finally, the evaluators clearly addressed a number of fieldwork ques-
tions: whether and how to monitor the actual adoption of textbooks and
who should administer the tests.


VIII.  Source


Jamison, Dean T., Barbara Serle, Klaus Galda, and Stephen P. Heyneman.
1981. “Improving Elementary Mathematics Education in Nicaragua: An
Experimental Study of the Impact of Textbooks and Radio on
Achievement.” Journal of Educational Psychology 73 (4): 556–67.
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Annex 1.13: The Impact of Alternative Cost-
Recovery Schemes on Access and Equity in Niger


I.  Introduction 


Project Description. The ability to recover some portion of health care
costs is critical to the provision of health care. Little is known, however,
about the effect of different strategies on quality and welfare outcomes.
The evaluation estimates the impact on the demand for health care of two
pilot cost-recovery schemes in the primary care (nonhospital) sector in
Niger. Niger is a poor, rural economy; public health costs are 5 to 6 percent
of the government budget; and much of this financing is mistargeted
toward hospitals and personnel. The government wanted to evaluate the
consequences of different payment mechanisms and considered two: a
pure fee-for-service and a tax plus fee-for-service financing mechanism,
both of which were combined with quality and management improve-
ments. The government was particularly interested in finding out how the
demand for health care changed, particularly among vulnerable groups,
and in examining whether such quality improvements were sustainable. 


Highlights of Evaluation. The different payment mechanisms were
implemented in three districts, one for each treatment and one control.
The evaluation used a quasi-experimental design based on household
surveys combined with administrative data on utilization and operating
costs. The evaluation is particularly attractive in that it directly address-
es political economy issues with a survey instrument that asks respon-
dents about their willingness to pay for the improved service. This explic-
it recognition that significant outcomes are not, by themselves, enough to
guarantee a sustainable project is an extremely valuable contribution.
Another useful aspect is the explicit evaluation of the impact of the inter-
vention on different target groups (children, women, villages without a
public health facility, and the poorest citizens). 


II.  Research Questions and Evaluation Design


The main questions were the impact of the treatment on (a) the demand
for and utilization of public health care facilities, (b) specific target groups
(poor, women, and children), (c) financial and geographic access, (d) the
use of alternative services, and (e) the sustainability of improvements
under cost recovery (patient and drug costs as well as revenues and will-
ingness to pay).
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Three health districts were selected in different provinces from an
administrative register. Although all were similar in terms of economic,
demographic, and social characteristics, they were ethnically different.
Each district had a medical center, with a maternal and child health cen-
ter, one medical post, and one physician as well as rural dispensaries.


Four quality and management improvements were instituted in the
two treatment districts; none was implemented in the control district. In
particular, initial stocks of drugs were delivered; personnel were trained
in diagnosis and treatment; a drug stock and financial management sys-
tem was installed and staff were trained in its use; supervisory capacity
was increased to reinforce management.


The two different pricing mechanisms were introduced at the same
time. The first was a fee-per-episode, with a fee of 200 FCFA (US$0.66) for
a user over age five, a fee of 100 FCFA (US$0.33) for a user under five. The
second combined an annual tax of 200 FCFA paid by district taxpayers
and a fee of 50 FCFA per user over five and 25 FCFA for children under
five. Annual income was under US$300 per capita. Each scheme includ-
ed exemptions for targeted groups. The funds were managed at the dis-
trict level.


III.  Data


The three districts were chosen from administrative data. Two house-
hold surveys were implemented, one of which was a baseline, and these
were combined with administrative records on facilities. Each survey
collected demographic household and individual information from a
randomly selected sample of 1,800 households. The baseline survey had
information on 2,833 individuals who had been sick the two weeks
before the survey and 1,770 childbearing women; the final survey had
data on 2,710 sick individuals and 1,615 childbearing women. The
administrative data consisted of quite detailed information on monthly
expenditures on drug consumption and administration, personnel
maintenance, and fee receipts together with the utilization of the health
facilities. This information was collected in the year before the inter-
vention, the base year (May 1992–April 1993), and the year after the
intervention.


IV.  Econometric Techniques


The study combines comparisons of means with simple logit techniques,
the latter being used to capture utilization changes. In particular, the indi-
vidual response of whether the health care facility was used (PI) to spec-
ify the following model:
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Logit (PI) = X∃ + * (A + B).


This model, which controls for a vector of individual characteristics X
as well as dummy variables A and B, was compared with


Logit (PI) = X∃ + *a A + *b B.


The dummy variables A and B are variously defined. In the first
battery of regressions, A refers to the period during treatment, B refers to
the period before treatment, and the regressions are run by subgroup (the
specified target groups) and by district. In the second battery of regres-
sions, A and B are used to make six pairwise comparisons of each district
with each other district during the treatment. In each case, the authors
test whether (*a + *b) = *. The effects of geographic and financial access are
captured in the X matrix by distance measures of walking time and
income quartiles, respectively. It is unclear from the discussion what the
omitted category is in each case. It is also unclear whether the standard
errors of the estimates were corrected for the clustered nature of the sam-
ple design.


Although the logit techniques are an efficient way of addressing three
of the four research questions—utilization patterns, the effect on sub-
groups, and the effects of geographic and financial access—the fourth
question, the effect of changes in cost recovery, is addressed by adminis-
trative data and simple comparisons of means. One obvious concern in
the latter approach, which was not explicitly addressed, is the possibility
of bias in the reporting of the posttreatment results. In particular, there is
some moral hazard if administrators are evaluated on the successful
response to the treatment.


The effect of the treatments on the use of alternative health systems
was addressed through econometric techniques described elsewhere.


V.  Who Carried It Out


The Ministry of Public Health carried out the survey with the financial
and technical assistance of the U.S. Agency for International
Development and the World Bank. The evaluation itself was carried out
by Francis Diop, Abode Yazbeck, and Ricardo Bitran of Abt Associates.


VI.  Results


The study found that the tax plus fee generated more revenue per capita
than the fee-based system, in addition to being much more popular. The
tax-based fee system also had better outcomes in terms of providing
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access to improved health care for the poor, women, and children.
However, because geography is a major barrier to health care access, a tax-
based system effectively redistributes the cost of health care from people
close to health facilities toward people a long way from such facilities. 


The district that implemented fee-for-service saw a slight decline in the
number of initial visits but an increase in demand for health care ser-
vices—compared with a dramatic increase in both in the tax-plus-fee dis-
trict. Much of this could be attributed to the increase in the quality of the
service associated with the quality improvements, which more than off-
set the increase in cost.


The cost containment—particularly of drug costs—associated with the
quality and management reform also proved to be effective and sustain-
able. Cost recovery in the tax-plus-fee district approached and exceeded
100 percent but was substantially less in the fee-for-service district. In
addition, there was much higher willingness to pay in the former than in
the in latter.


The major result is that the tax-plus-fee approach is both more effec-
tive in achieving the stated goals and more popular with the population.
The evaluation also demonstrated, however, that lack of geographic
access to health care facilities is a major barrier to usage. This suggests
that there are some distributional issues associated with going to a tax-
plus-fee system: households that are a long way away from health care
facilities would implicitly subsidize nearby households.


VII.  Lessons Learned


There are a number of useful lessons in this evaluation. One is the multifac-
eted way in which it assesses the project’s impact on multiple dimensions
related to sustainability: not only on cost recovery but also on quality and
on the reaction of affected target groups. Another is the attention to detail in
data collection with both administrative and survey instruments, which
then bore fruit through the ability to identify exactly which components of
the intervention worked and why. Finally, the analysis of the impact on each
target group proved particularly useful for policy recommendations.


VIII.  Sources


Diop, F. A Yazbeck, and R. Bitran. 1995. “The Impact of Alternative Cost
Recovery Schemes on Access and Equity in Niger.” Health Policy and
Planning 10 (3): 223–40.


Wouters, A. 1995. “Improving Quality through Cost Recovery in Niger.”
10 (3): 257–70.
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Annex 1.14: Schooling Outcomes in Philippine
Elementary Schools: Evaluation of the Impact 


of Four Experiments


I.  Introduction 


Project Description. In most developing countries high dropout rates
and inadequate student learning in primary education are a matter of
concern to policymakers. This is certainly the case in the Philippines:
almost one-quarter of Philippine children drop out before completing
sixth grade, and those who leave have often mastered less than half of
what they have been taught. The government embarked on a Dropout
Intervention Program (DIP) in 1990–92 to address these issues. Four
experiments were undertaken: provision of multilevel learning materials
(MLM), school lunches (SL), and each of these combined with a parent-
teacher partnership (PTP). The first approach allows teachers to pace
teaching to different student needs and is much less expensive than
school feeding. Parent-teacher partnerships cost almost nothing but can
help with student learning both at home and at school. 


Highlights of Evaluation. The evaluation is noteworthy in that it explic-
itly aimed to build capacity in the host country so that evaluation would
become an integral component of new initiatives, and data requirements
would be considered before rather than after future project implementa-
tions. However, there are some problems that occur as a consequence,
and the evaluation is very clear about what to expect. Another major con-
tribution of the evaluation is the check for robustness of results with dif-
ferent econometric approaches. Finally, the benefit-cost analysis applied
at the end is important in that it explicitly recognizes that significant
results do not suffice: inexpensive interventions may still be better than
expensive ones.


II.  Research Questions and Evaluation Design


The key research question is the evaluation of the impact of four different
interventions on dropping out and student outcomes. However, the eval-
uation design is conditioned by pragmatic as well as programmatic
needs. The DIP team followed a three-stage school selection process:


• Two districts in each of five regions of the country were identified as a
low-income municipality. In one district the treatment choices were
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packaged as control, MLM, or MLM-PTP; in the other control, SL, or
SL-PTP. The assignment of the two intervention packages was by a
coin flip.


• In each district the team selected three schools that (a) had all grades
of instruction, with one class per grade; (b) had a high dropout rate:
and (c) had no school feeding program in place.


• The three schools in each district were assigned to control or one of the
two interventions based on a random drawing.


Each intervention was randomly assigned to all classes in five schools,
and both pre- and posttests were administered in both 1991 and 1992 to
all classes in all 20 schools as well as in 10 control schools.


III.  Data


The data collection procedure is instructive in and of itself. Baseline data
collection began in 1990–91, and the interventions were implemented in
1991–92. Detailed information was gathered on 29 schools, on some 180
teachers, and on about 4,000 pupils in each of the two years. Although
these questionnaires were very detailed, this turned out to be needless:
only a small subset of the information was actually used, which suggests
that part of the burden of the evaluation process could usefully be mini-
mized. Pretests and posttests were also administered at the beginning
and end of each school year in three subjects: mathematics, Filipino, and
English.


The data were structured to be longitudinal on both pupils and
schools. Unfortunately the identifiers on the students turned out not to be
unique for pupils and schools between the two years. It is worth noting
that this was not known a priori and only became obvious after six
months of work uncovered internal inconsistencies. The recovery of the
original identifiers from the Philippine Department of Education was not
possible. Fortunately, the data could be rescued for first graders, which
permitted some longitudinal analysis. 


IV.  Econometric Techniques


The structure of the sampling procedure raised some interesting econo-
metric problems: one set for dropping out and one for test score outcomes.
In each case there are two sets of obvious controls: one is the control group
of schools, and the other is the baseline survey conducted in the year prior
to the intervention. The authors handled these in different ways.


In the analysis of dropping out, it is natural to set up a difference-in-
difference approach and compare the change in the mean dropout rate in
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each intervention class between the two years with the change in the
mean dropout rate for the control classes. However, two issues immedi-
ately arose. First, the results, although quite large in size, were only sig-
nificant for the MLM intervention, possibly owing to small sample size
issues. This is not uncommon with this type of procedure and likely to be
endemic given the lack of funding for large-scale experiments in a devel-
oping-country context. Second, a brief check of whether student charac-
teristics and outcomes were in fact the same across schools in the year
prior to the interventions suggested that there were some significant dif-
ferences in characteristics. These two factors led the authors to check the
robustness of the results via logistic regression techniques that controlled
for personal characteristics (PC) and family background (FB). The core
result was unchanged. However, the regression technique did uncover an
important indirect core cause of dropping out, which was poor academic
performance. This naturally led to the second set of analysis, which
focused on achievement.


A different set of econometric concerns was raised in the evaluation of
the impact of the intervention INTER on the academic performance of
individual I in school s at time t (APist), which the authors model as


APist = δ0 + δ1 APist–1, + δ2 PCi+ δ3 FBi+δ4 LEst+ δ5 CCi + δ6 INTERjt + ε


where LE is learning environment and CC is classroom conditions.
First among these issues is accounting for the clustered correlation in


errors that is likely to exist for students in the same classes and schools.
Second is attempting to capture unobserved heterogeneity. And the third,
related, issue is selection bias. 


The first issue is dealt with by applying a Huber-White correction to
the standard errors. The second could, in principle, be captured at the
individual level by using the difference in test scores as an independent
variable. However, the authors argue that this is inappropriate because it
presupposes that the value of δ1 is 1, which is not validated by tests. They
therefore retain the lagged dependent variable specification, but this rais-
es the next problem—one of endogenous regressor bias. This is handled
by instrumenting the pretest score in each subject with the pretest scores
in the other subjects. The authors note, however, that the reduction in bias
comes at a cost—a reduction in efficiency—and hence report both least
squares and instrumental variables results. The authors use both school
and teacher fixed effects to control for unobserved heterogeneity in LE
and CC.


The third problem is one that is also endemic to the literature and for
which there is no fully accepted solution: selection bias. Clearly, because
there are differential dropout rates, the individual academic performance
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is conditional on the decision not to drop out. Although this problem has
often been addressed by the two-stage Heckman procedure, there is a
great deal of dissatisfaction with it for three reasons: its sensitivity to the
assumption of the normal distribution, the choice and adequacy of the
appropriate variables to use in the first stage, and its frequent reliance on
identification through the nonlinearity of the first stage. Unfortunately,
there is still no consensus about an appropriate alternative. One that has
been proposed is by Krueger, who assigns to dropouts their pretest rank-
ing and returns them to the regression. Thus the authors report three sets
of results: the simple regression of outcomes against intervention, the
Krueger approach, and the Heckman procedure.


V.  Who Carried It Out


The data collection was carried out by the Bureau of Elementary
Education of the Philippines Department of Education, Culture, and
Sports. The analysis was carried out by a World Bank employee and two
academic researchers.


VI.  Results


The study evaluates the impact of these interventions on dropping out in
grades one through six and on test score outcomes in first grade using a
difference-in-differences approach, instrumental variable techniques, and
the Heckman selection method. The effect of multilevel materials—par-
ticularly with a parent-teacher partnership—on dropping out and
improving academic performance is robust to different specifications as
well as being quite cost-effective. The effect of school lunches was, in gen-
eral, weak. An interesting component of the study was a cost-benefit
analysis—which makes the important point that the story does not end
with significant results! In particular, a straightforward calculation of
both the direct and indirect (opportunity) costs of the program leads to
the conclusion that the MLM approach is both effective and cost-effective. 


The lack of effectiveness of school feeding might be overstated, howev-
er: it is possible that a more targeted approach for school feeding programs
might be appropriate. Furthermore, because there is quite a short period of
time between the implementation and the evaluation of the program, the
evaluation cannot address the long-term impact of the interventions.


VII.  Lessons Learned


Several lessons were learned through this evaluation procedure. One
major one was that the devil is in the details—that a lot of vital longitu-
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dinal information can be lost if adequate information, such as the unique-
ness of identifiers over time, is lost. A second one is that very little of the
information that is gathered in detailed surveys was used and that a sub-
stantial burden to the respondents could have been reduced. Third, the
study highlights the value of different econometric approaches and the
advantages of finding consistency across techniques. Fourth, this study is
exemplary in its use of cost-benefit analysis—both identifying and valu-
ing the costs of the different interventions. Finally, although errors were
clearly made during the study, the authors note that a prime motive for
the study was to build evaluation capacity in the Philippines. The fact
that the DIP was implemented and evaluated means that such capacity
can be nurtured within ministries of education. 


VIII.  Source


Tan, J. P., J. Lane, and G. Lassibille. 1999. “Schooling Outcomes in
Philippine Elementary Schools: Evaluation of the Impact of Four
Experiments.” World Bank Economic Review, September.
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Annex 1.15: Assessing the Poverty Impact of Rural
Roads Projects in Vietnam 


I.  Introduction


Project Description. Rural roads are being extensively championed by the
World Bank and other donors as instruments for alleviating poverty. The
Vietnam Rural Transport Project I was launched in 1997 with funding from
the World Bank for implementation over three to five years. The goal of the
project is to raise living standards in poor areas by rehabilitating existing
roads and bridges and enhancing market access. In each participating
province, projects are identified for rehabilitation through least-cost criteria
(size of population that will benefit and project cost). However, in an effort
to enhance poverty targeting, 20 percent of each province’s funds can be set
aside for low-density, mountainous areas populated by ethnic minorities
where projects would not strictly qualify under least-cost criteria.


Impact Evaluation. Despite a general consensus on the importance of rural
roads, there is surprisingly little concrete evidence on the size and nature of
the benefits from such infrastructure. The goal of the Vietnam Rural Roads
Impact Evaluation is to determine how household welfare is changing in
communes that have road project interventions compared with ones that do
not. The key issue for the evaluation is to successfully isolate the impact of
the road from the myriad of other factors that are changing in present-day
rural Vietnam as a result of the ongoing transition to a market economy.


The evaluation began concurrent with project preparation, in early
1997, and is in process. No results are available yet. The evaluation is
compelling in that it is one of the first comprehensive attempts to assess
the impact of a rural roads project on welfare outcomes—the bottom line
in terms of assessing whether projects really do reduce poverty. The
design attempts to improve on earlier infrastructure evaluation efforts by
combining the following elements: (a) collecting baseline and follow-up
survey data, (b) including appropriate controls so that results are robust
to unobserved factors that influence both program placement and out-
comes, and (c) following the project long enough (through successive
data collection rounds) to capture its full welfare impact.


II.  Evaluation Design


The design of the Vietnam Rural Roads Impact Evaluation centers on
baseline (preintervention) and follow-up (postintervention) survey data
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for a sample of project and nonproject communes. Appropriate controls
can be identified from among the nonproject communities through
matched-comparison techniques. The baseline data allows before-and-
after (“reflexive”) comparison of welfare indicators in project and con-
trol group communities. In theory the control group, selected through
matched-comparison techniques, is identical to the project group accord-
ing to both observed and unobserved characteristics so that resulting
outcomes in program communities can be attributed to the project inter-
vention. 


III.  Data Collection and Analysis Techniques


Data collected for the purposes of the evaluation include commune- and
household-level surveys, along with district-, province-, and project-level
databases. The baseline and follow-up commune and household surveys
were conducted in 1997 and 1999, and third and fourth survey rounds,
conducted at two-year intervals, are planned. The survey sample
includes 100 project and 100 nonproject communes, located in 6 of the 18
provinces covered by the project. Project communes were selected ran-
domly from lists of all communes with proposed projects in each
province. A list was then drawn up of all remaining communes in dis-
tricts with proposed projects, from which control communes were ran-
domly drawn. (Ideally, controls differ from the project group only insofar
as they do not receive an intervention. And for logistical reasons, it was
desirable to limit the fieldwork to certain regions. Controls were therefore
picked in the vicinity of, and indeed in the same districts as, the treatment
communes. Districts are large and contamination from project to nonpro-
ject commune is therefore unlikely, but this will need to be carefully
checked.) Propensity-score matching techniques based on commune
characteristics will be used to test the selection of controls, and any con-
trols with unusual attributes relative to the project communes will be
dropped from the sample. A logit model of commune participation in the
project will be estimated and used to ensure that the control communes
have similar propensity scores (predicted values from the logit model).


The commune database draws on existing administrative data collect-
ed annually by the communes covering demographics, land use, and pro-
duction activities and augmented with a commune-level survey con-
ducted for the purposes of the evaluation. The survey covers general
characteristics, infrastructure, employment, sources of livelihood, agri-
culture, land and other assets, education, health care, development pro-
grams, community organizations, commune finance, and prices. These
data will be used to construct a number of commune-level indicators of
welfare and to test program impacts over time. 
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The main objective of the household survey is to capture information
on household access to various facilities and services and how this
changes over time. The household questionnaire was administered to 15
randomly selected households in each commune, covering employment,
assets, production and employment activities, education, health, market-
ing, credit, community activities, access to social security and poverty pro-
grams, and transport. Owing to limited surveying capacity in-country, no
attempt is made to gather the complex set of data required to generate a
household-level indicator of welfare (such as income or consumption).
However, a number of questions were included in the survey that repli-
cate questions in the Vietnam Living Standards Survey. Using this and
other information on household characteristics common to both surveys,
regression techniques will be used to estimate each household’s position
in the national distribution of welfare. A short district-level database was
also prepared to help put the commune-level data in context, including
data on population, land use, the economy, and social indicators. Each of
these surveys is to be repeated following the commune survey schedule.


Existing information was used to set up two additional databases. An
extensive province-level database was established to help understand the
selection of the provinces into the project. This database covers all of
Vietnam’s provinces and has data on a wide number of socioeconomic
variables. Finally, a project-level database for each of the project areas
surveyed was also constructed in order to control for both the magnitude
of the project and its method of implementation in assessing project
impact.


The baseline data will be used to model the selection of project sites by
focusing on the underlying economic, social, and political economy
processes. Later rounds will then be used to understand gains measur-
able at the commune level, conditional on selection. The analytical
approach will be “double differencing” with matching methods.
Matching will be used to select ideal controls from among the 100 sam-
pled nonproject communes. Outcomes in the project communes will be
compared with those found in the control communes, both before and
after the introduction of the road projects. The impact of the program is
then identified as the difference between outcomes in the project areas
after the program and before it, minus the corresponding outcome dif-
ference in the matched control areas. This methodology provides an unbi-
ased estimate of project impacts in the presence of unobserved time-
invariant factors that influence both the selection of project areas and out-
comes. The results will be enhanced by the fact that the data sets are rich
in both outcome indicators and explanatory variables. The outcome indi-
cators to be examined include commune-level agricultural yields, income
source diversification, employment opportunities, land use and distribu-
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tion, availability of goods, services and facilities, and asset wealth and
distribution.


IV.  Evaluation Costs and Administration


Costs. The total cost of the evaluation to date is $222,500, or 3.6 percent
of total project costs. This sum includes $202,500 covering the first two
rounds of data collection and a $20,000 research grant. World Bank staff
time and travel expenses are not included in these costs.


Administration. The evaluation was designed by World Bank staff mem-
ber Dominique van de Walle. An independent consultant with an eco-
nomics and research background in rural poverty and development was
hired to be the in-country supervisor of the study. This consultant has
hired and trained the team supervisors, organized all logistics, and super-
vised all data collection. 


V.  Source


van de Walle, Dominique. 1999. Assessing the Poverty Impact of Rural Road
Projects. World Bank, Washington, D.C. Processed.
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Annex 2


Sample Terms of Reference


Example I: The Uganda Nutrition and Early
Childhood Development Project


Terms of Reference for Consulting Firm to Assist in
the Project Evaluation


I.  Background


The Government of Uganda has applied for a credit from the
International Development Association toward the cost of a Nutrition
and Early Childhood Project. The project focuses on improving the qual-
ity of life of children under six years of age and building the capacity of
families and communities to care for children. Specifically, the project will
aim at achieving early child development through improving the nutri-
tion, health, psychosocial, and cognitive status of children under six years
of age in Uganda.


II.  Rationale for Investing in Early Childhood
Development


Investing in early childhood development (ECD) has tangible benefits not
only for the children and parents but also for entire communities and the
country. Rapid physical growth and mental development occur during
infancy and early childhood; at two years of age, a child’s brain is nearly
fully grown. Cognitive abilities are also developed to a large extent by
four years of age. Adequate physical and mental growth and development
during early childhood enhance school readiness, improve school reten-
tion, and contribute to human capital dependency. Children from disad-
vantaged backgrounds can particularly benefit from early child care, thus
bridging the gaps and inequalities associated with poverty.


Good health and nutrition are crucial, as is mental stimulation, if the
child is to develop secure conceptual structures in later life. The synergy
between nutrition, health, and mental stimulation is so crucial that tangi-
ble positive effects on child growth and development can only be
achieved through an integrated approach.
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III.  Project Objectives and Strategies 


The development objective of the project is to improve growth and
development of children under six years of age in terms of nutrition,
health, psychosocial, and cognitive aspects. The achievement of these
objectives at the end of the five-year implementation period will be mea-
sured by the following markers: (a) reduced prevalence of underweight
preschool children by one-third of the 1995 levels in the project districts;
(b) reduced prevalence of stunting on entry into primary schools by one-
fourth of the 1995 levels in the project districts, (c) improved children’s
psychosocial and cognitive development, (d) reduced repetition and
dropout rates at the lower primary school level, and (e) development of
entrepreneurship skills and economic empowerment of mothers and
caregivers. 


The project supports the Ugandan National Program of Action for
Children and the Poverty Eradication Action Plan. The project particu-
larly enhances school readiness of young children and thus contributes
toward reaching the goal of universal primary education. The main pro-
ject strategy is to enhance the capacity of families and communities to
take better care of preschool-age children (zero to six years) through
enhancing knowledge on child growth and development, parenting,
nutrition and health care, and income-generating activities for women. 


IV.  Project Approach


The project is a process-driven, locally prioritized program rather than a
blueprint package. Inputs are to be phased into communities as a result
of a participatory planning process to ensure ownership and sustainabil-
ity. The program will involve collaboration between government and
nongovernment entities, including local and international nongovern-
mental organizations (NGOs), and communities. As a multisectoral pro-
gram involving health, nutrition, early childhood education, child care,
savings and income generation, the approach will involve linking various
government departments and nongovernment entities to provide a com-
prehensive service directed toward the development of children. The pro-
ject will support a range of options—a program menu—relating to the
needs of preschool children and their families. 


V.  Project Components


Project Component 1—Integrated Community Child Care
Interventions. This component supports the government’s goals (a) to
improve parental awareness on major aspects of child care, growth, and
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development through parental education, child growth monitoring and
promotion, training, and sensitization; and (b) to empower communities
to support child development programs through capacity building,
through skills for income generation, and through support grants. The
objective is to reduce malnutrition (low weight for age) of children by a
third at the end of the five-year period in the project districts and
increase readiness of children for primary schooling and thereby con-
tribute to the drive for universal primary education. The government
plan is to eventually cover all districts; however, interventions in this
phase will be implemented in 25 districts chosen by the government
based on the level of malnutrition, infant mortality, and rate of primary
school enrollment. The project includes the following interrelated inter-
ventions: 


(a) Parental Education. This subcomponent will increase parents’ and
caregivers’ understanding of major aspects of child care, growth, and
development, including child nutrition, health, and cognitive and psy-
chosocial development. A range of related competencies will be strength-
ened in parents. Building parental skills and knowledge will in turn
improve the health, psychosocial development, and well-being of chil-
dren and, ultimately, their receptiveness to education at the primary
level. The program will mobilize groups of mothers (and parents) at the
community level, supported by project materials in local languages, tech-
nical supervision, and communications. Simplified learning materials for
adults with low literacy have been tested successfully in Uganda.
Emphasis will be on the enhancement of child care practices that promote
proper growth and development of children, including childhood nutri-
tion and health (exclusive breastfeeding and appropriate weaning prac-
tices—particularly the period of introduction of weaning foods, as well as
the type of foods given, and food preparation, child growth promotion,
and deworming), psychosocial development, cognitive stimulation and
social support, and hygiene and improved home health practices.


The above interventions will be strengthened and supported by an
outreach activity (children’s day) organized at the parish level to enable
communities to access a number of child-related services by means of
one-stop shopping. A study of the impact of providing the anathelminth
albendazole to young children in selected parishes will also be conduct-
ed in the course of parish-based child days and will measure the effect of
every-six-months treatments on weight gain.


(b) Community Capacity Building and Empowerment for Child Care.
This subcomponent comprises two interrelated activities: (a) community
capacity building conducted through community planning and sensitiza-
tion workshops, and (b) training in entrepreneurship to increase incomes
of mothers and caregivers. 
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Project Component 2—Community Support Grants for Child
Development. Two types of grants would be available to communities:


(a) Community Support Grants—grants to communities offered on the
basis of matching contributions from communities. These grants and con-
tributions from communities will cover activities designed to support
interventions for child development that fall within the guidelines and
menu contained in the project implementation manual. To qualify for this
grant, communities will provide counterpart contributions, which may
be in the form of goods, works, or services. Examples of the uses of such
grants are construction and operation of community child care centers,
home-based child care centers, or the production and marketing of wean-
ing foods. The support grants component will be implemented in the
same 25 districts included in component 1.


(b) Innovation Grants—grants made available to communities to
address child-related problems. The innovation grant will aid in imple-
menting interventions outside the menu of interventions described by
the community support grants (a) above. As the term implies, the “inno-
vation” fund will be used to support communities at different levels in
implementing “innovative ideas” on improving the lives of children
within their communities. The innovation grants will be accessed by
communities in the same manner as the community support grants: that
is, proposals will be prepared by communities following a participatory
planning exercise, will then be screened by a subcounty committee, and
forwarded for funding by the project.


Project Component 3—National Support Program for Child
Development. This component consists of central program activities and
policy initiatives designed to support the district-level programs in com-
ponents 1 and 2 and provide quality assurance for the front-line project
activities at the community level. This component includes (a) program
monitoring and evaluation, (b) support for prevention of micronutrient
deficiencies, (c) ECD curriculum development, (d) training of trainers for
ECD, and (e) information, education, and communications.


VI.  Implementation Arrangements


The implementation of the project is the responsibility of the govern-
ment of Uganda assisted by nongovernmental organizations within the
decentralization framework and devolution of powers to lower levels as
stipulated in national policies. The community (LC-1) is the unit of oper-
ation for service delivery, although the coordination structure will also
involve the parish (LC-2), the subcounty (LC-3), and the district (LC-5)
levels. 
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In addition, the project hopes to use stakeholder sensitization and con-
sultations, community mobilization, participatory community planning,
capacity building for sustainability at all levels, together with strength-
ening of complementarity with existing national programs and struc-
tures. Existing political and institutional structures should be made use of
in a multisectoral manner. Transparency and accountability should also
be ensured at all levels. 


VII.  Project Coordination


National. A project steering committee composed of line ministries,
donors, and NGO representatives will be responsible for overall guid-
ance of project implementation.


The committee, to be headed by the permanent secretary in the
Ministry of Finance, Planning, and Economic Development will provide
guidance to the project on policy issues and review and approve the qual-
ity and efficiency of implementation. The project steering committee will
also make suggestions to improve the district annual budget and work
plans for the project.


A small project coordinating office (PCO), composed of a coordina-
tor, a deputy coordinator, a qualified accountant, and a small support
staff, will be based in the social services sector of the Ministry of
Finance, Planning, and Economic Development and will take responsi-
bility for the day-to-day coordination of project activities at the nation-
al level.


District. An existing multisectoral committee—the district coordinating
committee (DCC)—will be identified by the Chief Administrative Officer
(CAO) to take on the responsibility of coordinating the project at the dis-
trict level. The CAO will identify a focal person from among the govern-
ment officers who will coordinate NGO-related and other activities in the
project. The lead NGO will be included as a member of the DCC. In dis-
tricts where no NGO with adequate or appropriate capacity and skill
base can be identified or strengthened to take over as the lead NGO, the
implementation will be through the district administration.


Subcounty. An existing sectoral committee similar to the one at the dis-
trict level will be responsible for coordinating the project activities at the
subcounty level. This subcountry coordination committee will also facil-
itate linkages between existing structures and those of the project, and
along with the lead NGO for the district, approve the subcounty
NGO/CBOs’ (Community-Based Organizations) annual work plans and
funding requirements for the project in the subcounty.


173SAMPLE TERMS OF REFERENCE


02-Evaluating Impacts  5/23/00 5:42 AM  Page 173







VIII.  Project Impact Evaluation


The government of Uganda is interested in assessing the impact of vari-
ous aspects of the project in order to ascertain its effectiveness and to
guide the design of further NECD projects. Moreover, as the World Bank
considers this project to potentially inform other countries regarding
NECD services, it has included the project in a three-country evaluation
of ECD programs and will provide technical assistance on a grant basis
to the PCO to assist specific research activities. In particular, two studies
to evaluate the impact of specific project interventions will be undertak-
en as part of the overall project:


• Parish Child Health Day Study for assessing the coverage of
anthelmintic treatments given at parish-level child health days and
their impact on the weight gain of children under age six by using a
randomized experimental design.


• Survey research using baseline and resurvey methodology for assess-
ing (a) the impact of anthelmintic treatments and of overall project
activities on the cognitive development, health, and nutrition of chil-
dren under six years of age; (b) the impact of the caregiver education
component and mass media communication campaign in the knowl-
edge, attitude, and child-rearing practices of the principal caregivers;
and (c) the impact of grass-roots management training, income-gener-
ating activities and credit savings group formation, and provision of
community grants in household and community welfare.


The selected firm will provide technical and logistical support for the
above studies and will be invited to participate as local research imple-
menters in the design, data collection, and analysis necessary to complete
the two studies of impact assessment. This firm will be the primary coun-
terpart of the PCO, local researchers, and the researchers from the World
Bank and the University of Oxford who will be undertaking the impact
assessment.


IX.  Overview of Studies


Study One: Impact of Deworming at Parish Child Days. There have
been a number of studies indicating the impact of treating school-aged
children with anthelmintic medicine. However, there is only one large-
scale, randomized trial that shows a large effect on weight gain for pre-
school-aged children. This has raised the question of whether such an
effect could be achieved in African children. Thus, the NECD project will
include a randomized study of the impact of providing the deworming
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agent, anthelminth albendazole, to young children in 25 selected parish-
es in the course of parish-based child days and to measure the effect of
every-six-months treatments on weight gain. Data will be collected from
these parishes as well as 25 control groups that will also organize child
health days but will not administer albendazole on a routine basis. If the
anthelmintic treatments are delivered successfully and are shown to have
beneficial effects on Ugandan children, then the program of anthelmintic
treatment may be recommended for all districts.


Because this is a scientific controlled trial, the selection of parishes that
will be asked to administer albendazole will be undertaken by the PCO
from a list of parishes where child days will be organized (this list will be
provided by the NGOs working in the districts). The PCO will also select
parishes that will serve as the control group. This experimental design is
key to a successful evaluation.


The firm will ensure that the local NGOs responsible for the organiza-
tion of the child health days in the parishes are aware of the rationale for
the experimental design and that they comply with the strategy. Each
child aged 12 months or older and under 6 who attends the fair in the 25
designated parishes will be given a single 400-milligram tablet of chew-
able, proprietary albendazole. The albendazole will be administered
every six months; in the event that the NGOs choose to organize child
days on a more frequent basis, the anthelmintic will still be administered
on a six-month schedule and not more often.


Children in parishes where albendazole is administered as well as chil-
dren in the 25 designated control parishes will be weighed at each child
day, and their weights will be recorded both on their own health card and
on the community register. Children who are too small to stand on the
scale unaided will be weighed in their mother’s arms after the scale has
been set to zero with the mother standing alone on the scale. These
weights will be recorded to the nearest tenth (0.1) of a kilogram. The data
on the community registers are the responsibility of the local NGOs,
although the firm will work with the NGOs to ensure that the data col-
lection system is compatible with the full range of objectives of the study. 


The firm consultant will transcribe these weights on a pro forma to be
designed in collaboration with technical advisors from the World Bank
and the University of Oxford. This data transcription will be undertaken
every six months after the child day in the project area. In addition to the
child’s ID (a unique combination of the parish ID, the village ID, and the
individual ID recorded on both the child’s own card and the community
register), the data on the pro forma will include the child’s gender; the
date of birth of the child taken from the child’s health card or, if that is not
available, the age of the child taken from the parish register; the date of
the child fair at which the weights were recorded; and whether or not the
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child took a dose of albendazole. These data will be entered in a comput-
erized record in Kampala. The individual ID will provide the basis for
merging the data from different periods, and thus the ID must be record-
ed each time the data are transcribed and must remain constant for a
child over the entire project. 


The local circumstances and conditions at each child day that may
deter mothers from attending will also be recorded. These include data
on the state of the harvest and the weather conditions, both of which may
deter mothers from attending. Any special methods and opportunities
used to advertise each child day will be recorded because different forms
of advertising may affect attendance. The record should also include an
estimate of the number of children who visited the child day from other
parishes and who did not have ID numbers obtained from the organizers
of the child day. 


The experiment will last two years. Thus, the firm consultant will
record the data five times for each parish. That is, the firm consultant will
collect the data at the beginning of the project and at 6, 12, 18, and 24
months after project initiation.


A complete copy of the data will be sent to the PCO every six months.
These copies of the data will be considered the deliverable services of the
first study of the project. Preliminary analysis will be undertaken at the
University of Oxford on a semiannual basis. However, the firm is request-
ed to nominate a representative who will participate in the main analysis
to be performed at the end of two years. This representative will be pro-
vided travel and living expenses to work on the analysis at Oxford. The
funds for this travel are budgeted in a separate line item and therefore
need not be included in the contract covered by the request for proposals.


Study Two: Overall Impact of NECD Interventions. Household surveys
and community surveys will collect baseline and follow-up information
needed to evaluate the impact of the various project activities. The sur-
veys will have several modules, which will measure:


• Cognitive development and growth of children under six years of age
resulting from anthelmintic treatments and of overall project activi-
ties—Study Two will assess longitudinal growth and psychosocial and
cognitive development outcomes in a cohort of children in communi-
ties participating in the project (with and without anthelmintic treat-
ment) compared with a cohort of children in nonparticipating com-
munities. Both cohorts will be followed for two or more years. The
study will therefore complement the study of deworming at the parish
level by allowing a greater understanding of the decision to take chil-
dren to child days and to measure whether, over time, participation
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leads to an increase in measures of cognitive development. Moreover,
by including communities that do not receive any ECD services, the
study will assess whether the package of services leads to improve-
ments in nutritional status and cognitive development.


• Changes in knowledge, attitude, and child-rearing practices of the
caregivers resulting from project parental education and the mass
media campaign.


• Improvement of the health and nutrition of children under six years of
age resulting from growth-monitoring activities, preventive health
and nutrition education, anthelmintic treatments, and overall project
activities.


• Household welfare resulting from community grants, grass-roots
management training, income-generating activities, and credit savings
group formation.


• Community characteristics and changes resulting from the project
interventions (or otherwise) that could have an impact on child well-
being during the duration of the project.


Sample Selection. The basis for this study will be a baseline survey col-
lected at the time services are first delivered to the communities and a 
follow-up survey collected from the same households two years after the
initial survey. One-third of the sample will be drawn from the same 25
parishes in the treatment (anthelmintic) group and another third from the
control groups studied in Study One. In addition, one-third of the sample
will come from villages in 25 parishes in the same districts as the treat-
ment groups but that are not expected to receive services from the NECD
project. Thirty households will be selected from each parish. This implies
750 households per strata (2,250 total) in the initial survey. Given expect-
ed sample attrition, 5–10 percent fewer households are expected in the
resurvey.


To collect the sample in the treatment and control parishes, all house-
holds in each parish (there are approximately 700 households in a parish
on average) will be listed, possibly by a resident of the community. This
list will contain the name of the household head, an indication of the loca-
tion of the household, and the number of children under age six in the
household. This list will serve two purposes. First, a sample of 30 house-
holds containing at least one child under the age of six per parish will be
selected by a random draw. Second, the total number of children under
six will serve as an estimate of the potential coverage of children in child
days and thus assist in determining the rate of attendance.


Because the NECD project will have less contact with the communities
that have no current NECD activity, the selection of households that
receive no ECD service should use cluster sampling to reduce the costs of
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sample listing. In particular, one subcounty that is not in the project
should be selected for every subcounty that is in the treatment group,
preferably one that is adjacent to it. All parishes in these subcounties
should be listed and a random draw of 25 parishes from the total list will
be selected. Two villages from each parish selected will then be chosen,
again using a list of all the villages in the parish. This step reduces the
number of villages where a census will need to be conducted. The cen-
sus—similar to the one used in the treatment and control parishes—will
form the list of households used to draw the sample of 30 households per
parish. This will be the third stratum of the survey.


The initial baseline survey should be undertaken in mid-1999. This
timing is based on the need to know the subcounties and parishes in
which the NGOs will be operating in order to employ the suggested sam-
ple design. This timing is also based on the assumption that the selection
and training of lead NGOs will not be completed until late 1998. 


The development and pretesting of the questionnaire, however, should
be undertaken much earlier than this (early 1999) in order to be ready to
implement the survey as soon as the NGOs have identified the parishes in
which they will be working. As the baseline needs to be fielded before the
first deworming, the ideal time for the baseline survey is concurrent with
the initial community organization that will lead to a child day. Because the
sample of 30 families in each parish is small relative to the total population,
it is unlikely that the survey data collection will disrupt other activities or
overburden the communities. The data collection in the control groups
(those with NGO activity but no deworming and those with neither)
should be simultaneous with the data collection in the treatment group.


Survey Instruments. The basic questionnaires to be used for the survey
project are household questionnaires (which gather data at the level of
the household and individuals) and community questionnaires.


X.  Household Survey


Household data will be collected by using a precoded schedule. This will
be drafted on the model of the Living Standards Surveys used in more
than 30 countries. A first draft will be provided by researchers from the
World Bank. However, the instrument will be both abridged to accom-
modate the particular needs of the project and adapted to local conditions
by using focus groups and a pretest procedure undertaken by the firm.
The household questionnaire will contain modules to collect data on:


1. Sociodemographic characteristics: A roster of individuals residing in
the household in the past 12 months, their age and gender, as well as
their schooling and type of employment (if any). The coding format
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will indicate the parents of all children, if present—if not present,
whether the parents are still living. A detailed list of assets will be col-
lected to serve as an indicator of socioeconomic status.


2. Knowledge, attitude, and practices: The questionnaire will also collect
information on the knowledge, attitudes, and child-rearing practices
of the principal caregivers.


3. Anthropometric data: Weights will be recorded to the nearest tenth
(0.1) of a kilogram for all children under the age of six by using digital
scales that are to be provided. In addition, heights will be collected for
all children between the ages of two and six. The pretest will be used
to determine whether it is feasible to collect the weights of the moth-
ers of these children (if living in the households) as well.


4. Cognitive assessment: The firm will work with other local and interna-
tional research consultants to the PCO to integrate tests of child cogni-
tive development into the overall field data collection. In the baseline
survey an internationally recognized test of cognitive development will
be administered to children aged 4.0–5.99 years. This test will also be
administered to the same age group in the second round of the survey,
allowing a comparison of cohorts. In addition, a subset of children aged
6–7.99 years at the time of the second round will be administered this
test. (Annex table 2.1 summarizes this strategy.)


In addition, knowledge assessments based on specific content from
the program and a dynamic assessment may be developed for the sec-
ond round of the survey. The inclusion of these measures will be eval-
uated during the course of the project. Finally, a school performance
measure will be developed for assessing knowledge acquired in the
first year of school and administered to a subset of older children in
the resurvey. Existing tests might be adapted.


5. Child health: Morbidity data (including number and kind of symp-
toms, levels of severity, length in time), patterns of access to and uti-
lization of health services, sanitation, and so forth.


6. Household economy: The best approach to collecting this information
will be extensively explored in the pretest phase and assessed jointly
with advisors from the PCO prior to finalizing the questionnaire. The
variables may include food expenditures; agropastoral activities; con-
sumption of home production; nonfood expenditures; housing charac-
teristics; inventory of durable goods; employment; economic activities;
income; land; crops and animals; income from project activities; house-
hold enterprises; asset ownership; credit and savings information on
amount of money and goods lent and borrowed, if money and goods
have been borrowed in the past 12 months; savings and net debt the
day of the interview; information on loans, including the schedule,
reason for borrowing, and number of loans from the same source; and
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location of savings, if any, including bank, housing savings bank, rural
savings bank, and so forth. This information will be part of the base-
line and final surveys only.


XI.  Community Survey


Community questionnaires will be used to gather information on local
conditions that are common to all households in the area. The best
approach to collecting this information will be extensively explored in the
pretest phase and assessed jointly with advisors from the PCO prior to
finalizing the questionnaire. The variables may include:


1. Demographic information: number of households, total population,
population under six, ethnic groups, and religions;


2. Economic information, including principal economic activities and
patterns of migration for jobs;


3. Infrastructure: access to roads, electricity, pipe water, market, bank,
and public transport. Condition of local infrastructure, such as roads,
sources of fuel and water, availability of electricity, and means of com-
munication;


4. Local agricultural conditions and practices: type of crops grown in the
community, how often and when they are planted and harvested, how
the harvest is generally sold, and qualitative data on rainfall, climate
conditions, and seasonality;


5. Education: number and types of preschools, formal and informal ECD
arrangements, distance to schools, number of classes, enrollment rates
(gross and by gender), attendance, grade progression, health and
nutrition services provided at school (for example, school health pro-
grams, school lunch);


6. Health: type of health facility and distance and travel time to the near-
est of each of several types of health facilities (hospital, pharmacy,
health post, and so forth). Distance and travel time to the nearest of
each of several types of health workers (doctor, nurse, pharmacist,
midwife, community health worker, and so forth); and


7. Other: number and type of active local NGOs/CBOs, other child relat-
ed projects or interventions (for example, government vaccination
campaigns), and other community development projects.


Suggested Survey Staff. The survey staff should be constituted as fol-
lows:


• Core survey staff: composed of the survey manager, the field manag-
er, the data manager, and the data entry staff who will be responsible
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for overall field supervision, coordination, and monitoring of data col-
lection and data entry and data management activities.


• Field survey staff: the field operations will be conducted by teams
composed of a supervisor, two (or three) interviewers responsible for
the main questionnaire and the anthropometric measurements, and a
driver. A similar number of specialists who will participate in admin-
istering tests of cognitive development to the children will be selected
and trained in collaboration with local and international experts.


• Coordinator for the randomized trial: the coordinator will assist in the
development of the data collection instruments, training of local
NGOs responsible for the organization of the child days in the parish-
es on the experimental design, data collection, and data transcription.
He or she will oversee data entry and management of the study data
set and will participate in the main analysis to be performed at the end
of the study.


Organization of Fieldwork. The firm will participate in the drafting of
the field instruments prior to the pretesting of the survey and will have
primary responsibility for the pretest. After the pretest the questionnaire
will be redesigned (in partnership with researchers from the World Bank)
and then translated into local languages.


The firm will work with other local and international research consul-
tants selected by the PCO to integrate tests of child cognitive develop-
ment into the overall field data collection. The local ECD researcher,
assisted by international consultants, will select and adapt the principal
cognitive test to be used and will train the testers.


The following organization of fieldwork is suggested. This is based on
international experience and designed to ensure quality control. Some
variation of this approach might be agreed upon in consultation with
researchers from the World Bank based on the experience of the firm and
other advisors to the PCO and information gained during the pretest.


The fieldwork will be organized into small teams consisting of a super-
visor, two (or three) interviewers responsible for the main questionnaire
and the anthropometric measurements, and a similar number of special-
ists in administering tests of cognitive development to the children. These
staff will be trained in Kampala by the local ECD researcher in coordina-
tion with international advisors on psychological testing. The training
will include a discussion of the research objectives, a review of each step
of the interview, practice training in the office, a dry run in the field, and
a recap of experience after this dry run. 


Once teams are trained they should be retained for the entire round of
the survey, if possible. However, because a few staff may prove to be
unsuitable during the fieldwork, it is advisable to train a few extra staff. It
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is not advisable to hire staff to work for a few days only in one parish and
then new staff in the next parish because this results in inexperienced staff.
All staff should receive new training at the beginning of the resurvey.


During the administration of the cognitive test, children should, to the
degree possible, be alone with the interviewer. In no case should another
person (adult or child) respond to the questions asked of the child.
However, during the resurvey the test for the subset of eight-year-olds
may be administered in a group format if it proves convenient.


The supervisor will be responsible for ensuring that the interviewers
undertake the survey in the households chosen for the sample without
substitution and that all children in the appropriate age groups are
administered the tests of cognitive development. In addition, the super-
visor will review each questionnaire after completion (prior to the team
moving to a new parish) to ensure that there are no gaps in the question-
naire and to see that seemingly inconsistent information is verified.


The firm will enter all survey data as soon after collection as possible.
Copies of the household- and child-specific data and rating scales along
with the documentation necessary to access the data will be provided to
the PCO in a computerized format at the end of the baseline survey. The
original questionnaires should be retained by the firm because the orig-
inal data will generally need to be accessed during the course of the
analysis.


The child-level data must contain accurate identification codes that
can be matched with the household survey codes. Although the unique
individual and household codes provided to the PCO need not contain
the names of the households or their exact location, this information
must be stored by the firm in a manner that makes it possible to revisit
the household at a later date. Because one step in the analysis will link
individuals in the resurvey with their test results from the baseline, all
individual and household codes must be held constant over the three
surveys.


XII.  Specific Tasks for Survey Specialists


The firm will participate in the following activities in collaboration with
the PCO, local researchers, and researchers from the World Bank and the
University of Oxford and implementing NGOs: 


• Revision of work programs.
• Development and adaptation of the data collection instruments and


support documentation, including listing materials, questionnaires,
coding guides, interviewer and supervisor manuals, manual of opera-
tions, data entry manual, and field procedures.
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• Revision of various drafts of documents, layout, translation, back-
translation, and field testing. Provide hard copies and electronic ver-
sions of all documentation to PCO. Forward questionnaires to the World
Bank researchers for their review and revision prior to the pilot test.


• Dwelling listing and cartographic updating. The responsibilities for
listing of households and dwellings in each selected parish include
obtaining base maps, preparing listing materials, contacting local offi-
cials to inform them about the listing operation, identifying bound-
aries, drawing maps, listing households in a systematic manner,
obtaining preliminary information on households, including name of
the household head, an indication of the location of the household,
and the number of children under age six in the household; docu-
menting procedures at the time of the sample design, at the end of the
fieldwork, and at the completion of the data file.


• Preparation of sampling framework (with sampling specialist), train-
ing of staff to implement the designed sample, supervision of the
implementation stage to ensure the quality of the sample selected, and
provision of a detailed report outlining all the steps involved in the
design and implementation of the sample.


• In consultancy with the World Bank, participation in determining an
appropriate strategy for identifying comparison groups (that is, non-
project parishes).


• Selection and training of field workers. This activity consists of all the
work necessary to develop training materials and manuals for all per-
sons involved in fieldwork. Training will be required for interviewers,
supervisors of interviewers, supervisors of teams, data entry person-
nel, and anthropometric personnel.


• Field operation, including logistical arrangements for data collection
and obtaining household and individual consent; keeping a study
household register.


• Production of progress reports: The firm will prepare fieldwork
progress reports (at six-month intervals) copied to the PCO and the
World Bank. The firm should also prepare a basic description of the
survey. This should include the survey content, the sample plan and its
implementation, and the fieldwork techniques used. A full question-
naire and basic documentation should be included as appendixes.


• Development of a data entry program using software that can check
for ranges and consistency of the data and generate reports indicating
missing data, data outside of the accepted ranges, and inconsistent
answers. 


• Data cleaning, data entry, database management, and tabulation
plans, including development of data entry program, data entry man-
ual, data entry operator training, data quality checks, and guidelines
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for using the data. Also, coding open-ended questions, verification of
the data, checking anthropometric data against standard reference
tables.


• Enforcing data use policy agreement: The firm and researchers
involved in the process of data collection and analysis will sign a mem-
orandum of understanding with the PCO that will explicitly state the
policy regarding issues such as access to data, intended users, proce-
dures for obtaining copies of the data sets and documentation, and
publication and authorship rules.


• Conducting data analysis: The firm will conduct exploratory data
analyses (for example, frequencies, percentage tabulations, and cross-
tabulations) of key survey variables and their correlates. The firm will
conduct modern statistical modeling of impacts after rounds 2 and 3 to
determine overall progress in social indicators (for example, nutrition,
health, incomes, and community development) and the factors that
account for the changes or lack of changes.


• Producing analyses reports: The firm will report on the findings after
rounds 2 and 3 of the surveys based on the analyses of the social indi-
cators and the covariates. The firm will coordinate with the PCO and
the World Bank on the Parish Child Health Day Study and on the col-
lection of impact on cognitive development but will not be responsible
for the final reports on the result of these studies.


Specific tasks for the community survey include the following: 


• Work with advisers from the PCO in the development of the commu-
nity questionnaire and extensively explore in the pretest phase the best
approach to collecting this information;


• Work closely with the implementing agencies (lead and local NGOs) in
the collection of the community data;


• Contact local officials and community leaders to explain the project
impact evaluation approach and obtain communal consent for survey
research and the child health day study;


• Interview key informers and obtain maps, lists, and other community
records;


• Obtain lists of health and education facilities (pre- and primary
schools), including geographic location, catchment area, and type of
establishment (for example, private or public); 


• Obtain community demographic information, including number of
households and population by gender and age; and


• Obtain other data required in the community questionnaires.


Specific tasks for the child day study include the following:
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• Participation in the development of the study protocol,
• Development of data collection instruments,
• Training of local NGOs responsible for the organization of the child


days in the parishes for the experimental design,
• Supervision of data collected during child day,
• Data transcription,
• Data entry and management, and
• Participation in the main analysis to be performed at the end of the


study.


Annex Table 2.1 Proposed Sample Sizes for Impact Evaluation
of Nutrition and Early Child Development Project, Uganda


Category Deworming No deworming No deworming 
and parent and parent and no parent 
education education education


No. of parishes 25 25 25 Total
Time Baseline Second Baseline Second Baseline Second 


rounda round round
No. of households 750 700 750 700 750 700 2250
No. of children 
weighted at child 
daysb 5000 5000 5000 5000 20000
No. of children 
aged 0–5.99 with 
anthropometry in 
the home (mean 
two per family)c 1500 1395 1500 1395 1500 1395 11580
No. of children 
given cognitive 
tests: test all 
children aged 
4.0–5.99 in house-
holds 500d 465e 500 465 500 465 2895
No. of children 
aged 6.0–7.99 
given cognitive 
test and anthro-
pometry subsetf — subset — subset subset
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School enrollment 
rates 25 25 25  25 25 25


commu- commu- commu- commu- commu- commu-
nities nities nities nities nities nities


a. Assuming a small loss to attrition of 8 percent in two years.
b. Assuming that about 200 children will attend each child day.
c. Two children per family are assumed, but families will be recruited if they


have any children under six. Family refers here to a pair that consists of a mother
(or substitute) and child.


d. This is a maximum; the actual number can vary according to the number of
four- to five-year-old children encountered.


e. Assuming the same loss of 8 percent over two years; only children whose
parents were interviewed will be tested.


f.  Number will be a subset of the children in the age range whose parents were
interviewed. They will be linked with the earlier score. Even though the number
of children tested increases in the second round, the time for the interviews may
decrease because much information will not need to be assessed again. It is also
possible that the size of this group will be reduced.


Source: World Bank Project Document.


Validity Study. In addition to the above, one small longitudinal study
will be added to examine the predictive validity of the preschool measure
for school performance at the end of the first year of school. In the base-
line survey, two children per community aged 6.0 to 6.9 (not yet in
school) will be tested, for N = 150. These children will be located at the
posttest and given a school performance test two years later, at ages 8.0
to 8.99.


Task Schedule. The tentative timetable for the task schedule is as follows: 


Month 1. Begin the process of constructing indicators of cognitive
development in conjunction with international consultant and in accord
with terms of reference. This process may take up to six months.


Month 2. Initial pretest and revision of the questionnaire.
Month 5. Begin listing of households for sample selection. This step is


dependent on the selection of the lead and local NGOs. It cannot be done
until the PCO and NGOs choose the parishes where child days will be
organized and then select the sites for the initial deworming program. At
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the same time the questionnaire should be translated and field tested
again.


Month 7. Begin collection of data at child fairs for the deworming
study. Data will be collected at these fairs at six-month intervals. As
above, the timing of this step is dependent on the selection of the lead and
local NGOs.


Month 8. Training of field staff for household survey and initiation of
survey. The survey should take approximately three to four months
depending on the number of teams employed. Data entry should be con-
current with data collection.


Month 14. Initial analysis of baseline data. This will be an ongoing
process. 


Month 20. Staff from the firm visit the University of Oxford to partici-
pate in analysis of initial data. 


Months 20–36. Collection of data for round 2 for deworming study.
Midterm and final household surveys will be conducted two and four


years after baseline.


Support to Firm 


No specific support will be given to the firm to carry out assignments.
Firms are advised to include all requirements for effective carrying out of
the assignment in their proposals.
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Example II: Rural Roads Impact Evaluation:
Vietnam 1997 Baseline*


Terms of Reference: Baseline Survey for Rural Roads
Impact Study


I.  Background


The study aims to assess the impact on living standards of the World
Bank–financed Vietnam rural transport project that were implemented in
15 poor provinces over three to five years starting in 1997. The study’s
overall focus will be on how the determinants of living standards are
changing over time in communes that have road project interventions
compared with ones that do not. This requires the collection of preproject
baseline data for both project (“treatment”) areas and nontreatment con-
trol areas and a number of further data collection rounds of postinter-
vention data at two-year intervals. A detailed commune level database
will be created in part by drawing on annually collected records at the
commune level. The latter will be augmented by the collection of retro-
spective commune-level data and the collection of various other key sup-
plementary data. A short district-level survey will help put the 
commune-level data in context. Finally, 10 to 15 households will be ran-
domly sampled from commune-level household lists and a short house-
hold questionnaire will be administered. The study will be conducted in
6 provinces out of the 15 that will benefit from the project. The 6
provinces will be representative of the 6 geographical regions of Vietnam.
A random sample of about 200 or so project and nonproject communes
will be drawn. Six teams will be set up to simultaneously survey each
province. The survey should begin in April and finish about August. Data
should be available about October or November.


II.  Survey Design


Sampling. Sampling will be done in three levels:


1. Provinces: The 15 project provinces are located in Vietnam’s six geo-
graphical regions. Criteria for selection of survey provinces will be the
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following: (a) one province will be selected in each geographical region;
and (b) when there is more than one possible project province in each
region, a random selection will be made.


2. Communes: The aim is to survey 200 or more communes, which are
randomly selected. About half or less (not more) should be communes
with road link projects, the rest controls. A list will be drawn of nonpro-
ject communes in the six provinces (or alternatively one list for each
province) and a random sample will be drawn. Similarly, a list will be
drawn of all communes benefiting from road projects in the six
provinces (or by province). This may be more than one commune per
road link; all will be included in the sampling frame. From these a ran-
dom sample will also be drawn. The sample will not necessarily include
both communes linked by a road project. If access to certain sampled
communes is impossible, it will be replaced with another commune in
the district that is similar.


3. Households: In each sampled commune, a household survey will be
administered to 15 households. These (plus perhaps a few replacement
households) will be randomly selected from the commune household
lists. After selection, the commune authorities will be asked about where
the households fall in the very poor, poor, average, not poor, and rich
classifications.


III.  Survey Process


Six survey experts will be hired to conduct the surveys in the six
provinces. After their training and the field testing of the questionnaire,
they will begin surveying simultaneously in each province. In the dis-
tricts, surveyors will need at least one local staff from the district project
management unit to help with contacting local authorities and in some
cases to help find suitable guides and interpreters in minority areas.
Survey assistants or assistance from the provincial project management
units will be hired as required. 


Each surveyor will collect data from 35 communes on average, the dis-
tricts they belong to, and 15 or so households per commune. Three to four
days will be needed for each commune. The time spent in the field will
be about 100 to 140 days (four to five months). The total time will be six
months. 


During the survey period, the supervisor will conduct field visits to all
six provinces to supervise data collection and ensure high quality. 


The collected data will be cleaned and entered by using a data entry
program.


Annex table 2.II.1 gives an estimated timetable for the study.
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Annex Table 2.II.1  Timetable for Impact Evaluation Study,
Vietnam


Jan. Feb. Mar. April May June July Aug. Sept.


Design 
question-
naires **** ****


Field test 
survey ****


Revise 
question-
naires ****


Adapt 
data entry 
program, 
translate 
and print 
question-
naires ****


Hire and 
train 
surveyors ****


Survey in 
field **** **** **** **** ****


Check data **** ****
Perform data 


entry *****


IV.  Other


Equipment. The equipment purchased under the project will belong to
the project as long as the study continues (through future rounds) but
when not in use by the team it will be housed in the Project Management
Unit for the team’s use.


Budget Disbursements. The budget for the study (excluding payments to
the main investigator, who will receive monthly installments) will be dis-
bursed in three installments. The first, upon signing of the contract, will con-
sist of 20 percent of total funds. The second installment, consisting of 50 per-
cent of the total budget, will be disbursed once the commune, household,
and district questionnaires have been finalized and approved by the World
Bank task manager. This is expected to be sometime in late March. The third
and final installment will be disbursed in late July or halfway through data
collection. Estimated budget details are shown in annex table 2.II.2. 
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Annex Table 2.II.2  Estimated Study Budget


No. Time Amount (US$) Total (US$)


1. Main investigator 1 9 months 1,000 9,000
2. Survey experts 6 6 months 400 14,400
3. Travel allowance 


for six surveyors, six 
local guides and 
interpreters 12 125 days 8 12,000


4. Car and other 
transport for six 
survey teams 6 125 days 40 30,000
Car rental for 
main investigator 1 30 days 50 1,500


5. Air tickets Hanoi-
Ho Chi Minh-Hanoi 6
For surveyors 
(south 
provinces) 3 persons 200 1,200
For main 
investigator 3 trips


6. Training of 
surveyors 12 1,338
Payment 1 week 50
Travel to field 3 days/ 3 cars 50
Allowance 3 days 8


7. Field test of 
questionnaire 
(South and North 
communes) 1 2 weeks 2,000


8. Data cleaning 
and entry 2 2 months 200 800


9. Survey materials 2,000
10. Communications 


(fax, phone, email, Xerox) 2,000
11. Equipment 5,000


Computer (PMU18) 1 1,700
Printer (PMU18) 1 1,000
Fax machine (study 
team) 1 500
Laptop computer 
(study team) 1 1,800
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Annex Table 2.II.2  (continued)


No. Time Amount (US$) Total (US$)


12. Translation 
(questionnaire, 
manuals, 
documentation) 200 pages 8/page 1,600


13. Printing, Xeroxing 800
14. Contingencies 1,362
Total 85,000


Terms of Reference: Survey Supervisor or 
Main Investigator


I.  Job Description 


The in-country survey supervisor or main investigator will be responsible
for the study’s baseline survey work within Vietnam. Responsibilities
include determining availability of information at the commune level; help-
ing to revise and finalize the district-, commune-, and household-level ques-
tionnaires; field testing the questionnaire; incorporating revisions to the
questionnaire; arranging for the questionnaire to be translated; hiring and
training the assistants; planning the field work logistics; preparing survey
implementation and questionnaire documentation; supervising survey
implementation and ensuring quality control; and supervising the project
database and arranging for data cleaning and entry. The person will also act
as the liaison with the Ministry of Transport’s Project Management Unit
PMU18, the World Bank resident mission, the Canadian International
Development Agency representative in Hanoi, and the project task manag-
er at the World Bank in Washington. The person will report directly to the
task manager. The person will start as soon as January 1997; the contract can
be processed for a period of nine months at a rate of $1,000 per month. 


II.  Specific Tasks. 


Specific tasks include the following:


1. Assuming responsibility for hiring, drafting detailed terms of refer-
ence, training and supervising six main assistants who will work with
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local assistants (possibly from the local transport office) in the field
and will be responsible for the collection of the district-, commune-,
and household-level data;


2. Explorating of data availability at the commune level and working
closely with the World Bank task manager to design the final versions
of the questionnaires;


3. Carrying out a field test of the questionnaires in both South and North
rural communes; reporting back on potential problems and necessary
revisions; revising the questionnaires when needed;


4. Arranging for the questionnaires to be translated, printed, and
Xeroxed (the final versions of the questionnaires will be available in
both English and Vietnamese);


5. Choosing the six provinces to be included in the survey so that there is one
province to represent each geographical region—when there is more than
one such province, the sampled province is chosen randomly; drawing up
a random sample of around 200 rural communes in the six provinces,
including about half with projects and the rest without projects; 


6. Planning all fieldwork logistics, including arranging for transport, 
drivers, travel allowances, the schedule of commune surveys, and 
alerting commune administrations of team arrivals and purpose; 


7. Participating in survey implementation, alternating between the
teams in a supervisory role; ensuring quality control; identifying
problems affecting survey implementation, checking quality and
completeness of data collected, suggesting ways to solve problems,
and implementing them following consultation with the study
leader;


8. Ensuring that future survey rounds can replicate the baseline survey,
which requires (a) preparing detailed documentation of all survey
implementation design and logistics (how the sampling of provinces,
communes, and household was done; how the survey teams were
trained and organized; how fieldwork was organized; what proce-
dure was followed when a sampled site was not accessible or a sam-
pled household not found; problems, issues raised, and solutions
found); and (b) preparing a detailed manual on definitions of terms
(for example, unemployment, income, primary occupation, child or
adult, distance), units, currency amounts, codes used in the question-
naires; how the questionnaires are to be administered and to whom;
how prices were collected, and so forth; the former should ensure that
future rounds of the survey can reproduce the baseline’s organization
and logistical details, and the latter should be used in training of sur-
veyors and for their work, as well as to aid future users of the data
(there will be both English and Vietnamese versions); 


9. Procuring the necessary equipment as itemized in the study budget;


193SAMPLE TERMS OF REFERENCE


02-Evaluating Impacts  5/23/00 5:42 AM  Page 193







10. Establishing good relations and ensuring close cooperation with
PMU18. Keeping them abreast of the study and monitoring project
developments; supervising the setting up of a database of project-
specific data (the World Bank task manager will identify the data to be
included);


11. Arranging and supervising data cleaning and entry by using the pro-
vided data entry program; and 


12. Acting as liaison and communicating often with the task manager. 
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Annex 3


A Sample Budget from an Impact
Evaluation of a School Feeding


Program


Phase I: July 1999–December 2000a


School Feeding Research Proposal—Baseline and Cross-Sectional
Evaluation
(July 1999–December 2000)
Draft Budget—7/14/1999—US$


Staff weeks/Activity Source of funds/Costs
FY2000 FY2001 BB RPO Other Total


World Bank staff
Economist 4 2 17,640
Evaluation specialist 5 3 23,520
Nutrition specialist 5 3 23,520
Peer reviewer 0.2 0.2 1,948
Peer reviewer 0.2 0.2 1,948


68,577
FES staff
Study coordinator 4 4 12,000


12,000
International 


consultants
Situational 


assessment 
(incl. travel) 7,000


Cognitive test 
development 
(incl. travel ) 6,000


Sampling specialist 2,000
Cost-effectiveness 


study 25,000
40,000


Regional consulting 
firmb


Design, sampling, 
administration 42,000
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Fieldwork 25,000
Data orocessing 3,500
Analysis 30,000


100,500
Travel to country
Trips 4 2 12,000


12,000
Contingencies
Communication 1,000
Software 2,000
Translation 2,000


5,000
TOTALS 68,577 150,500 19,000 238,077


Total Requested from RAD: $150,500
Total Requested from Bank budget: $68,577
Total Provided by outside sources: $19,000


a. Budget estimates for phase II of the evaluation are not included in this proposal.
b. A breakdown of these costs is provided on the next page.
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Estimated Budget—Local Data Collection and Analysis for Phase I
School Feeding Impact Evaluation 
Costs in US$


# People # Staff weeks Weekly rate Total


Professionals
Director 1 12 2,000 24,000
Education specialist 1 8 1,500 12,000
Nutrition specialist 1 8 1,500 12,000
Statistician/sampling 1 12 750 9,000
Fieldwork manager 1 8 750 6,000
Programmer 1 10 300 3,000
Data processing supervisor 1 8 300 2,400
Assistant – surveys 1 10 100 1,000
Assistant – anthropometrics 1 10 100 1,000
Assistant – cognitive tests 1 10 100 1,000
Data quality control 1 8 100 800
Subtotal—Professional staff 72,200
Fieldwork staff 
Supervisor 4 6 200 4,800
Cognitive tester 4 6 120 2,880
Anthropometrist 4 6 120 2,880
Interviewer 4 6 120 2,880
Driver 4 5 100 2,000
Fieldwork equipment People/units Cost per week or unit
Vehicles (4 vehicles for 


5 weeks) 4 5 350 7,000
Gasoline (4 vehicles for 


5 weeks) 4 5 80 1,600
Scales; rulers (5 sets) 5 20 100
Cognitive test equipment 


(for 4 testers) 4 20 80
Survey equipment 


(for 4 interviewers) 4 20 80
Subtotal – Fieldwork 24,300
Data orocessing People
Data coding 3 7 75 1,575
Data entry 4 7 75 2,100
Subtotal—data processing 3,675


Total 100,175
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Annex 4


Impact Indicators—Evaluation of
Bolivia Social Investment Fund


Developed November 1997


I. Formal Education—Schools Type “A” and “B” 
(multigrade and regular)


1. Final Impact Indicators
Achievement in Mathematics and Language testsa


Repetition rate
Dropout rate
Enrollment
Instruction level
Demand for education (percent of students rejected from 


school)a


2. Intermediate Impact Indicators
Regularity in student attendance
Regularity in teacher attendance
Students’ time allocation/hours spent studying
Classroom teaching methoda


Turnover in teaching staffa


3. Intervention Indicators
Infrastructure


Ratio students/classroom
Number of classrooms in “good shape”
Number of missing classrooms
Availability of multifunctional area
Availability of basic services


– Electricity
– Source of main water supply
– Type of sanitation service; condition of the sanita-


tion service
Furniture


Ratio students/desk
Ratio teacher’s tables/classroom
Ratio teacher’s chairs/classroom
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Ratio “adequate blackboards”/classroom
Ratio shelves/classrooms
Texts and didactic material
Ratio texts/student
Quality of mathematics, language, social studies, and 


natural sciences texts
Availability of teachers’ texts
Availability and condition of maps and charts
Didactic games by school cycle (prebasic, basic, and 


intermediate)
Availability of an abacus


Education Reform Indicatorsb


4. Factors Affecting Outcomes Not Linked to the SIF Project 
(Exogenous)
Nutrition
Availability of school breakfast program
Cost of the school
Teachers’ characteristics
Educational background
Years of service
Training received
Methods applied in teaching (in a period of classes)
Training received, by topic and course
Student evaluation practices (frequency of homework and its 


correction)
Evaluation of the teachers by the students
Rationale for dropping out
Students rejected by the school
Distance between the house and the school
Ratio students/teacher


5. Identification Indicators
Whether school was prioritized by the Education Reform
Programmed cost by project component 
Actual expenditures by project component


II. Health


1. Final Impact Indicatorsc


Infant mortality rate
Childhood mortality rate
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Rates of incidence and prevalence of main diseases 
Prevalence of malnutrition (general, slight, moderate, 


and severe)


2. Intermediate Impact Indicators
Use of government health centers
Prevalence of tetanus vaccination


Place where vaccine was received
Prevalence of prenatal control


Number of prenatal controls
Quality of control


Prevalence of births attended in health centers
Quality of attention


Prevalence of home births attended by medical personnel
Height at birth
Weight at birth
Anthropometric assessments


Place where assessment is held
Age when first assessment is made


Incidence of disease and prevalence of immunization by 
number of doses received


Polio
Diptheria-tetanus-pertussis (DPT)
Measles
Tuberculosis vaccine (TB)


Knowledge of places to go for immunization
Incidence and treatment for coughing
Incidence and treatment for diarrhea
Prevalence of the knowledge and use of oral rehydration 


packets
Clinics’ knowledge of prevalence of pregnancy
Attendance of high-risk pregnancies
Prevalence of good hygiene habits and use of water
Duration of lactation


3. Intervention Indicatorsd


Quality of infrastructure by type of health center
Availability of basic services in the health center (drink-


ing water, sewage system, and electricity)
Adequacy of infrastructure based on established norms 


by type of health center
Adequacy of equipment based on established norms by 


type of health center
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Number of beds in the health center
Availability of essential medicines by type of health center
Availability of essential medical instruments by type of 


health center
Availability of essential furniture by type of health center


4. Factors Affecting Outcomes Not Linked to the SIF 
Project (Exogenous)
Characteristics of the household


Quality of household
Type of household


Basic Services in the household
Electricity
Source of water
Type of sanitary service


Accessibility to basic services
Distance between the household and the closest 


health center
Distance between the sanitary service and the 


source of water
Distance between the household and the main 


source of water
Hours of availability of water per day
Sufficiency of amount of water per day
Availability of water throughout the year
Cost of consultation in the health center
Household head’s perception of the quality of:


“Service” in the health center attended 
by the household


“Infrastructure” of the health center 
attended by the household


“Availability of medicines” in the health 
center attended by the household


Household expenses
Personal characteristics of the members of the household


Age
Language
Education level
Occupation


Geographic characteristics
Health district
Health area
Health sector
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Province
Locality


Human resources in the health center (doctors, odontol-
ogist, nutritionists, nurses, nurses’ assistants, techni-
cians, administrative staff)


Population under the influence area of the health center 
by age groups


Cost of consultation in the health center
Health interventions not financed by the SIF


5. Identification Indicators
Programmed cost by project component 
Actual expenditures by project component


III. Water


1. Final Impact Indicatorse


Infant mortality rate
Childhood mortality rate
Rates of incidence and prevalence of diarrhea in house-


holds
Prevalence of malnutrition (general, slight, moderate, 


and severe)


2. Intermediate Impact Indicators
Incidence and treatment for diarrhea in health centers
Prevalence of use and knowledge of use of oral rehydra-


tion packets
Prevalence of good hygiene habits and use of water


3. Intervention Indicators (of Input)
Prevalence of training in health topics
Accessibility to basic services


Main source of water
Existence of and type of sanitary service
Distance between the sanitary service and the 


source of water
Distance between the household and the main 


source of water
Hours of availability of water per day
Sufficiency of amount of water per day
Availability of water throughout the year


Quantity of water consumed by the householda
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Quality of watera


4. Factors Affecting Outcomes Not Linked to the SIF 
Project (Exogenous)
Use of government (MSSP) health centers
Size at birth
Weight at birth
Duration of lactation
Characteristics of the household


Quality of household
Type of household


Accessibility to basic services
Distance between the household and the closest 


health center
Cost of consultation in the health center
Household’s expenses


Personal characteristics of the household’s members
Age
Language
Education level
Occupation


5. Identification Indicators
Programmed cost by project component 
Actual expenditures by project component
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02-Evaluating Impacts  5/23/00 5:42 AM  Page 203







A
nn


ex
 5


T
em


pl
at


e 
of


 L
og


 F
ra


m
e 


fo
r 


P
ro


je
ct


 D
es


ig
n 


S
um


m
ar


y 
fo


r
th


e 
P


ro
je


ct
 C


om
pl


et
io


n 
D


oc
um


en
t 


or
 P


ro
je


ct
 A


pp
ra


is
al


D
oc


um
en


t


H
ie


ra
rc


hy
 o


f O
bj


ec
ti


ve
s


K
ey


 P
er


fo
rm


an
ce


 I
nd


ic
at


or
s


M
on


it
or


in
g 


an
d 


E
va


lu
at


io
n 


   
   


   
   


  C
ri


ti
ca


l A
ss


um
pt


io
ns


204


S
ec


to
r-


R
el


at
ed


 C
ou


n
tr


y
A


ss
is


ta
n


ce
 S


tr
at


eg
y 


G
oa


l:
Pr


ov
id


e 
a 


on
e-


se
nt


en
ce


st
at


em
en


t o
f 


th
e 


lo
ng


-t
er


m
st


ra
te


gi
c 


go
al


 (
as


 r
ef


le
ct


ed
in


 th
e 


C
A


S)
 to


 w
hi


ch
 th


e
pr


oj
ec


t i
s 


d
es


ig
ne


d
 to


 c
on


-
tr


ib
ut


e.
 T


he
 s


ta
te


m
en


t
sh


ou
ld


 d
es


cr
ib


e 
su


bs
ta


n-
ti


ve
 d


ev
el


op
m


en
t c


ha
ng


e
in


 th
e 


se
ct


or
(s


) 
of


 in
te


re
st


.


S
ec


to
r 


In
d


ic
at


or
s:


1.
 I


nd
ic


at
or


s 
ac


co
m


pa
ny


in
g


th
e 


se
ct


or
-r


el
at


ed
 C


A
S 


go
al


in
vo


lv
e 


m
ea


su
re


m
en


ts
 th


at
ar


e 
no


t g
en


er
al


ly
 f


un
d


ed
 b


y
th


e 
pr


oj
ec


t b
ut


 th
at


 m
ay


 b
e


fu
nd


ed
 b


y 
th


e 
B


an
k 


as
 p


ar
t


of
 o


th
er


 w
or


k.
2.


 N
or


m
al


ly
 th


e 
bo


rr
ow


er
w


ou
ld


 m
on


it
or


 th
es


e 
in


d
ic


a-
to


rs
 a


s 
pa


rt
 o


f 
go


od
-p


ra
ct


ic
e


se
ct


or
al


 m
an


ag
em


en
t.


S
ec


to
r 


an
d


 C
ou


n
tr


y 
R


ep
or


ts
:


1.
 T


hi
s 


co
lu


m
n 


id
en


ti
fi


es
w


he
re


 th
e 


in
fo


rm
at


io
n 


fo
r


ve
ri


fy
in


g 
ea


ch
 in


d
ic


at
or


 w
ill


be
 f


ou
nd


, a
nd


 th
e 


pr
oc


es
s


in
vo


lv
ed


.
2.


 I
nd


ic
at


or
s 


ac
co


m
pa


ny
in


g
th


e 
se


ct
or


-r
el


at
ed


 C
A


S 
go


al
ar


e 
ge


ne
ra


lly
 m


on
it


or
ed


 a
nd


ev
al


ua
te


d
 v


ia
 v


ar
io


us
 s


ec
to


r
or


 c
ou


nt
ry


 r
ep


or
ts


 g
en


er
at


ed
ou


ts
id


e 
th


e 
pr


oj
ec


t.


(F
ro


m
 G


oa
l 


to
 B


an
k


M
is


si
on


)
•


 A
ss


um
in


g 
th


at
 th


e 
se


ct
or


-
re


la
te


d
 C


A
S 


go
al


 (
st


at
ed


 in
th


e 
fa


r 
le


ft
 b


ox
) 


is
 a


ch
ie


ve
d


in
 th


e 
lo


ng
 te


rm
, l


is
t a


ny
ad


d
it


io
na


l a
ss


um
pt


io
ns


ne
ed


ed
 to


 li
nk


 th
is


 g
oa


l t
o


th
e 


B
an


k’
s 


m
is


si
on


 (
th


at
 is


,
po


ve
rt


y 
al


le
vi


at
io


n)
.


•
 T


he
se


 a
ss


um
pt


io
ns


 o
ft


en
in


vo
lv


e 
co


nd
it


io
ns


, a
ct


io
ns


,
or


 r
es


po
ns


es
 o


ut
si


d
e 


of
 th


e


02-Evaluating Impacts  5/23/00 5:42 AM  Page 204







205


P
ro


je
ct


 D
ev


el
op


m
en


t
O


b
je


ct
iv


e:
1.


 P
ro


vi
d


e 
a 


on
e-


se
nt


en
ce


st
at


em
en


t o
f 


th
e 


be
ha


vi
or


al
ch


an
ge


 e
xp


ec
te


d
 f


ro
m


 th
e


ta
rg


et
 b


en
ef


ic
ia


ry
 g


ro
up


 o
r


in
st


it
ut


io
n(


s)
 b


y 
th


e 
en


d
 o


f
pr


oj
ec


t i
m


pl
em


en
ta


ti
on


. 
A


ch
ie


ve
m


en
t o


f 
th


e 
ob


je
c-


ti
ve


 s
er


ve
s 


as
 a


 s
im


pl
e 


te
st


of
 d


em
an


d
 f


or
 p


ro
je


ct
 o


ut
-


pu
ts


. T
he


 o
bj


ec
ti


ve
 s


ho
ul


d
ex


pr
es


s 
a 


si
ng


le
 d


ev
el


op
-


m
en


t p
ur


po
se


 th
at


 is
 r


ea
lis


-
ti


c,
 s


pe
ci


fi
c,


 m
ea


su
ra


bl
e,


an
d


 d
em


an
d


-d
ri


ve
n.


 F
or


 a
gu


id
e 


to
 s


et
ti


ng
 th


e 
pr


oj
ec


t
ob


je
ct


iv
e,


 s
ee


 “
D


o’
s 


an
d


D
on


’ts
 f


or
 S


et
ti


ng
 a


 P
ro


je
ct


D
ev


el
op


m
en


t O
bj


ec
ti


ve
”


(c
al


l x
37


06
5 


or
 e


-m
ai


l
M


&
E


H
el


p@
w


or
ld


ba
nk


.o
rg


fo
r 


a 
co


py
).


O
u


tc
om


e 
/ I


m
p


ac
t


In
d


ic
at


or
s:


1.
 O


ut
co


m
e 


in
d


ic
at


or
s 


re
la


te
to


 th
e 


re
su


lt
s 


to
 b


e 
ac


hi
ev


ed
by


 th
e 


en
d


 o
f 


pr
oj


ec
t i


m
pl


e-
m


en
ta


ti
on


, w
hi


le
 im


pa
ct


m
ay


 n
ot


 b
e 


fu
lly


 a
ch


ie
ve


d
un


ti
l f


iv
e 


or
 m


or
e 


ye
ar


s 
af


te
r


pr
oj


ec
t i


m
pl


em
en


ta
ti


on
 h


as
be


en
 c


om
pl


et
ed


.
2.


 I
nd


ic
at


or
s 


at
 th


e 
ou


tc
om


e
(P


D
O


-l
ev


el
) 


ar
e 


no
t a


re
st


at
em


en
t o


f 
th


os
e 


at
 th


e
ou


tp
ut


 le
ve


l.
3.


 C
ol


le
ct


io
n 


of
 d


at
a 


fo
r


m
ea


su
re


m
en


t o
f 


th
es


e 
in


d
i-


ca
to


rs
 is


 g
en


er
al


ly
 f


un
d


ed
by


 th
e 


pr
oj


ec
t.


P
ro


je
ct


 R
ep


or
ts


:
1.


 T
hi


s 
co


lu
m


n 
id


en
ti


fi
es


w
he


re
 th


e 
in


fo
rm


at
io


n 
fo


r
ve


ri
fy


in
g 


ea
ch


 in
d


ic
at


or
 w


ill
be


 f
ou


nd
, a


nd
 th


e 
pr


oc
es


s
in


vo
lv


ed
.


2.
 I


nd
ic


at
or


s 
ac


co
m


pa
ny


in
g


th
e 


pr
oj


ec
t d


ev
el


op
m


en
t


ob
je


ct
iv


e 
ar


e 
ge


ne
ra


lly
 m


on
i-


to
re


d
 a


nd
 e


va
lu


at
ed


 v
ia


 v
ar


i-
ou


s 
pr


oj
ec


t r
ep


or
ts


, s
up


er
vi


-
si


on
 m


is
si


on
 r


ep
or


ts
, a


nd
ev


al
ua


ti
on


 (
m


id
te


rm
 a


nd
fi


na
l)


 r
ep


or
ts


.
3.


 W
he


n 
d


at
a 


co
lle


ct
io


n 
is


re
qu


ir
ed


, s
pe


ci
fi


c 
m


en
ti


on
sh


ou
ld


 b
e 


m
ad


e 
of


 m
et


ho
d


s
an


d
 r


es
po


ns
ib


ili
ti


es
, w


hi
ch


m
ay


 in
cl


ud
e 


in
qu


ir
ie


s 
fr


om
be


ne
fi


ci
ar


ie
s.


pr
oj


ec
t a


nd
 o


ut
si


d
e 


of
 th


e
se


ct
or


.


(F
ro


m
 P


ro
je


ct
 D


ev
el


op
m


en
t


O
b


je
ct


iv
e 


to
 S


ec
to


r-
R


el
at


ed
C


A
S


 G
oa


l)
•


 A
ss


um
in


g 
th


at
 th


e 
pr


oj
ec


t
d


ev
el


op
m


en
t o


bj
ec


ti
ve


 is
ac


hi
ev


ed
, l


is
t a


ny
 a


d
d


it
io


na
l


as
su


m
pt


io
ns


 n
ee


d
ed


 to
 ju


st
i-


fy
 th


e 
pr


oj
ec


t’s
 c


on
tr


ib
ut


io
n


to
 th


e 
st


at
ed


 g
oa


l.
•


 T
he


se
 a


ss
um


pt
io


ns
 r


ef
er


 to
th


e 
co


nt
ri


bu
ti


on
(s


) 
of


 a
d


d
i-


ti
on


al
 p


ro
je


ct
s,


 a
d


d
it


io
na


l
in


pu
ts


, o
r 


ad
d


it
io


na
l


re
sp


on
se


s 
fr


om
 b


en
ef


ic
ia


ry
gr


ou
ps


 a
nd


 in
st


it
ut


io
ns


 th
at


ar
e 


cr
it


ic
al


 to
 th


e 
ac


hi
ev


e-
m


en
t o


f 
th


e 
st


at
ed


 g
oa


l.


(A
nn


ex
 5


 c
on


ti
nu


es
 o


n 
th


e 
fo


llo
w


in
g 


pa
ge


.)


02-Evaluating Impacts  5/23/00 5:42 AM  Page 205







206


(F
ro


m
 O


u
tp


u
ts


 t
o 


P
ro


je
ct


D
ev


el
op


m
en


t 
O


b
je


ct
iv


e)
•


 A
ss


um
in


g 
th


at
 th


e 
ou


tp
ut


s
lis


te
d


 in
 th


e 
fa


r 
le


ft
 b


ox
 a


re
ac


hi
ev


ed
 b


y 
th


e 
en


d
 o


f 
th


e
pr


oj
ec


t, 
lis


t a
ny


 a
d


d
it


io
na


l
as


su
m


pt
io


ns
 n


ee
d


ed
 to


ac
hi


ev
e 


th
e 


pr
oj


ec
t o


bj
ec


ti
ve


.
•


 T
he


se
 a


ss
um


pt
io


ns
 m


ay
en


ca
ps


ul
at


e 
co


nd
it


io
ns


, p
ol


i-
cy


 c
ha


ng
es


, o
r 


ex
pe


ct
ed


be
ha


vi
or


s 
of


 b
en


ef
ic


ia
ry


gr
ou


ps
 o


r 
in


st
it


ut
io


ns
 th


at
ar


e 
ne


ce
ss


ar
y 


fo
r 


pr
oj


ec
t s


uc
-


ce
ss


.
•


 T
he


se
 a


ss
um


pt
io


ns
 a


re
cr


it
ic


al
 to


 th
e 


ac
hi


ev
em


en
t o


f
th


e 
st


at
ed


 p
ro


je
ct


 o
bj


ec
ti


ve
bu


t a
re


 o
ut


si
d


e 
th


e 
d


ir
ec


t
co


nt
ro


l o
f 


th
e 


pr
oj


ec
t.


P
ro


je
ct


 R
ep


or
ts


:
1.


 O
ut


pu
t i


nd
ic


at
or


s 
ar


e 
ge


n-
er


al
ly


 m
on


it
or


ed
 a


nd
 e


va
lu


at
-


ed
 v


ia
 v


ar
io


us
 p


ro
je


ct
 r


ep
or


ts
,


su
pe


rv
is


io
n 


m
is


si
on


 r
ep


or
ts


,
an


d
 e


va
lu


at
io


n 
(m


id
te


rm
 a


nd
fi


na
l)


 r
ep


or
ts


.
2.


 S
ou


rc
es


 o
f 


d
at


a 
fo


r 
m


on
i-


to
ri


ng
 a


nd
 e


va
lu


at
in


g 
th


es
e


in
d


ic
at


or
s 


ty
pi


ca
lly


 in
cl


ud
e


ad
m


in
is


tr
at


iv
e 


an
d


 m
an


ag
e-


m
en


t r
ec


or
d


-k
ee


pi
ng


 s
ys


te
m


s
an


d
 s


um
m


ar
y 


re
po


rt
s 


ge
ne


r-
at


ed
 b


y 
th


e 
pr


oj
ec


t.


O
u


tp
u


t 
In


d
ic


at
or


s:
1.


 O
ut


pu
t i


nd
ic


at
or


s 
ha


ve
qu


an
ti


ty
, q


ua
lit


y,
 a


nd
 ti


m
e


at
tr


ib
ut


es
. I


f 
ti


m
e 


is
 n


ot
 s


ta
t-


ed
, t


he
 e


nd
 o


f 
pr


oj
ec


t i
s


as
su


m
ed


.
2.


 O
ut


pu
t i


nd
ic


at
or


s 
ge


ne
ra


l-
ly


 in
cl


ud
e 


m
ea


su
re


s 
of


 c
os


t-
ef


fi
ci


en
cy


.
3.


 C
ol


le
ct


io
n 


of
 d


at
a 


fo
r 


m
ea


-
su


re
m


en
t o


f 
ou


tp
ut


 in
d


ic
a-


to
rs


 is
 f


un
d


ed
 b


y 
th


e 
pr


oj
ec


t.
4.


 F
or


 c
om


pl
ex


 p
ro


je
ct


s,
 a


se
pa


ra
te


 ta
bl


e 
(p


er
ha


ps
 a


n
ad


d
en


d
um


 to
 a


nn
ex


 1
) 


m
ay


be
 u


se
d


 to
 p


ro
vi


d
e 


a 
m


or
e


d
et


ai
le


d
 li


st
in


g 
of


 o
ut


pu
t


in
d


ic
at


or
s.


5.
 I


t i
s 


be
tt


er
 to


 h
av


e 
on


ly
 a


fe
w


 m
ea


ni
ng


fu
l a


nd
 e


as
ily


m
ea


su
re


d
 o


ut
pu


t i
nd


ic
at


or
s


th
an


 a
n 


ab
un


d
an


ce
 o


f 
in


d
i-


ca
to


rs
 f


or
 w


hi
ch


 d
at


a 
co


lle
c-


ti
on


 is
 p


ro
bl


em
at


ic
.


O
u


tp
u


t 
fr


om
 e


ac
h


C
om


p
on


en
t:


1.
 S


ta
te


 h
er


e 
(i


n 
th


e 
pa


st
te


ns
e)


 th
e 


va
lu


e 
ad


d
ed


 b
y


th
e 


co
m


pl
et


io
n 


of
 e


ac
h 


co
m


-
po


ne
nt


.
2.


 A
co


rr
ec


t s
ta


te
m


en
t o


f
ou


tp
ut


 v
al


ue
 a


d
d


ed
 w


ill
 b


e
ea


sy
 to


 m
ea


su
re


 (
as


 r
ef


le
ct


-
ed


 in
 th


e 
in


d
ic


at
or


s 
to


 th
e


ri
gh


t)
.


3.
 F


or
 s


im
pl


ic
it


y 
an


d
 c


la
ri


ty
of


 th
e 


lo
gi


c,
 th


er
e 


sh
ou


ld
 b


e
on


e 
ou


tp
ut


 s
ta


te
m


en
t f


or
ea


ch
 c


or
re


sp
on


d
in


g 
pr


oj
ec


t
co


m
po


ne
nt


.
4.


 E
ac


h 
ou


tp
ut


 s
ho


ul
d


 c
or


re
-


sp
on


d
 in


 n
um


be
r 


to
 it


s
re


sp
ec


ti
ve


 c
om


po
ne


nt
.


5.
 T


he
 p


ro
je


ct
 te


am
 is


 g
en


er
-


al
ly


 r
es


po
ns


ib
le


 f
or


 e
ns


ur
in


g
th


e 
d


el
iv


er
y 


of
 th


e 
ou


tp
ut


s
as


 p
ar


t o
f 


go
od


 p
ro


je
ct


d
es


ig
n 


an
d


 g
oo


d
 im


pl
em


en
-


ta
ti


on
, p


la
nn


in
g,


 a
nd


 d
el


iv
-


er
y.


A
n


n
ex


 5
 (c


on
ti


nu
ed


)


02-Evaluating Impacts  5/23/00 5:42 AM  Page 206







207


P
ro


je
ct


 C
om


p
on


en
ts


/
S


u
b


co
m


-p
on


en
ts


:
1.


 A
co


m
po


ne
nt


 is
 a


 c
lu


st
er


of
 s


ub
co


m
po


ne
nt


s 
or


 a
ct


iv
i-


ti
es


 th
at


 a
re


 d
es


ig
ne


d
 to


 p
ro


-
d


uc
e 


a 
si


ng
le


 p
ro


je
ct


 o
ut


pu
t.


2.
 L


is
t e


ac
h 


pr
oj


ec
t c


om
po


-
ne


nt
 a


s 
a 


m
ai


n 
he


ad
in


g,
 f


ol
-


lo
w


ed
 b


y 
th


e 
m


aj
or


 s
ub


co
m


-
po


ne
nt


s,
 if


 a
ny


, t
ha


t a
re


fu
nd


ed
 a


s 
a 


pa
rt


 o
f 


it
.


6.
 T


he
 o


ut
pu


t i
nd


ic
at


or
s 


ar
e


ag
re


ed
 o


n 
w


it
h 


th
e 


bo
rr


ow
er


d
ur


in
g 


PC
D


 s
ta


ge
 (


as
 to


 th
e


av
ai


la
bi


lit
y 


of
 d


at
a 


an
d


 e
as


e
of


 c
ol


le
ct


io
n)


, a
nd


 a
 b


as
el


in
e


is
 o


bt
ai


ne
d


 p
ri


or
 to


 a
pp


ra
is


al
.


P
ro


je
ct


 I
n


p
u


ts
 (


b
u


d
ge


t 
fo


r
ea


ch
 c


om
p


on
en


t)
: 


1.
 L


is
t c


om
po


ne
nt


 in
pu


ts
 in


te
rm


s 
of


 th
e 


to
ta


l c
os


t o
f 


ea
ch


co
m


po
ne


nt
 in


cl
ud


in
g 


co
nt


in
-


ge
nc


ie
s 


(f
or


 e
xa


m
pl


e,
U


S$
__


_)
.


2.
 F


or
 la


rg
e 


or
 c


om
pl


ex
 p


ro
-


je
ct


s,
 th


e 
co


st
s 


fo
r 


su
bc


om
po


-
ne


nt
s 


m
ay


 a
ls


o 
be


 s
ho


w
n


(i
nd


en
te


d
, t


o 
se


pa
ra


te
 th


em
fr


om
 th


e 
co


m
po


ne
nt


 c
os


ts
).


P
ro


je
ct


 R
ep


or
ts


:
1.


 I
np


ut
s 


ar
e 


ge
ne


ra
lly


 m
on


i-
to


re
d


 v
ia


 p
ro


gr
es


s 
re


po
rt


s
an


d
 d


is
bu


rs
em


en
t r


ep
or


ts
(b


ot
h 


qu
ar


te
rl


y)
.


2.
 I


np
ut


s 
ar


e 
ge


ne
ra


lly
 e


va
lu


-
at


ed
 v


ia
 s


up
er


vi
si


on
 m


is
si


on
re


po
rt


s 
(s


em
ia


nn
ua


l)
 a


nd
au


d
it


 r
ep


or
ts


 (
an


nu
al


).


(F
ro


m
 P


ro
je


ct
 C


om
p


on
en


ts
to


 P
ro


je
ct


 O
u


tp
u


ts
)


•
 A


ss
um


in
g 


th
at


 th
e 


co
m


po
-


ne
nt


s 
an


d
 a


ct
iv


it
ie


s 
lis


te
d


 in
th


e 
fa


r 
le


ft
 b


ox
 a


re
 im


pl
e-


m
en


te
d


 s
uc


ce
ss


fu
lly


, l
is


t a
ny


ad
d


it
io


na
l a


ss
um


pt
io


ns
ne


ed
ed


 to
 a


ch
ie


ve
 th


e 
st


at
ed


ou
tp


ut
s.


•
 T


he
se


 a
ss


um
pt


io
ns


 a
re


co
nd


it
io


ns
 o


ut
si


d
e 


th
e 


d
ir


ec
t


co
nt


ro
l o


f 
th


e 
pr


oj
ec


t a
nd


 a
re


re
qu


ir
ed


 if
 th


e 
st


at
ed


 p
ro


je
ct


ou
tp


ut
s 


ar
e 


to
 b


e 
ac


hi
ev


ed
.


•
 T


he
 p


ro
je


ct
 it


se
lf


 s
ho


ul
d


no
t b


e 
sp


en
d


in
g 


m
on


ey
 to


ac
hi


ev
e 


an
y 


of
 th


es
e 


co
nd


i-
ti


on
s 


(s
in


ce
 s


uc
h 


as
su


m
p-


ti
on


s 
ar


e 
in


cl
ud


ed
 in


 th
e


co
m


po
ne


nt
s 


th
em


se
lv


es
).


So
ur


ce
:O


pe
ra


ti
on


al
 C


or
e 


Se
rv


ic
es


 D
ep


ar
tm


en
t, 


W
or


ld
 B


an
k.


 F
or


 c
om


pl
et


ed
 e


xa
m


pl
es


 o
f 


th
is


 a
nn


ex
, v


is
it


th
e 


M
&


E
 H


el
p 


D
es


k 
on


 th
e 


B
an


k’
s 


in
te


rn
al


 W
eb


 a
t h


tt
p:


/
/


L
nt


s0
12


/
he


lp
d


es
k.


ns
f.


02-Evaluating Impacts  5/23/00 5:42 AM  Page 207







A
nn


ex
 6


M
at


ri
x 


of
 A


na
ly


si
s 


N
ic


ar
ag


u
a 


E
m


er
ge


n
cy


 S
oc


ia
l 


In
ve


st
m


en
t 


Fu
n


d
 I


m
p


ac
t 


E
va


lu
at


io
n


 —
 1


99
8


A
. P


ov
er


ty
 T


ar
ge


ti
n


g
Is


su
es


G
en


er
al


 I
nd


ic
at


or
s


M
et


ho
do


lo
gi


es
C


om
m


en
ts


So
ur


ce
 o


f d
at


a 


208


Po
ve


rt
y 


le
ve


ls
 o


f 
SF


co
m


m
un


it
ie


s/
d


is
tr


ic
ts


•
P


er
ce


nt
 o


f 
ho


u
se


-
ho


ld
s 


in
 c


om
m


u
ni


ty
or


 d
is


tr
ic


t 
be


lo
w


p
ov


er
ty


 li
ne


 o
r 


co
n-


su
m


p
ti


on
 le


ve
ls


 o
f


ex
tr


em
e 


p
oo


r


•
M


ea
n 


co
ns


um
pt


io
n


le
ve


l i
n 


so
ci


al
 f


un
d


pa
rt


ic
ip


an
t c


om
m


un
i-


ti
es


 v
er


su
s 


co
ns


um
p-


ti
on


 le
ve


l i
n 


co
un


tr
y


•
Po


ve
rt


y 
m


ap
 in


d
ex


(a
s 


us
ed


 b
y 


SF
)


R
eq


ui
re


s 
ho


us
eh


ol
d


in
co


m
e 


an
d


 c
on


su
m


pt
io


n
su


rv
ey


 a
nd


 id
en


ti
fi


ca
ti


on
of


 S
F 


ac
ti


vi
ti


es
 b


y 
co


m
-


m
un


it
y 


an
d


 d
is


tr
ic


t


R
eq


ui
re


s 
ho


us
eh


ol
d


in
co


m
e 


an
d


 c
on


su
m


pt
io


n
su


rv
ey


 a
nd


 id
en


ti
fi


ca
ti


on
of


 S
F 


ac
ti


vi
ti


es
 b


y 
co


m
-


m
un


it
y 


an
d


 d
is


tr
ic


t


M
ap


s 
us


ua
lly


 u
se


 p
ro


xy
m


ea
su


re
s,


 li
ke


 a
 c


om
po


s-


To
 c


om
pa


re
 a


cr
os


s 
co


un
-


tr
ie


s,
 n


ee
d


 s
im


ila
r 


d
ef


in
-


it
io


ns
 o


f 
po


ve
rt


y 
lin


es


D
is


ad
va


nt
ag


es
 a


re
 th


at
 it


ar
bi


tr
ar


ily
 c


ho
os


es
 in


d
i-


O
ve


rs
am


pl
in


g 
na


ti
on


al
ho


us
eh


ol
d


 s
ur


ve
y


(L
SM


S)
 in


 S
F 


co
m


m
un


i-
ti


es
—


on
ly


 f
or


 e
d


uc
a-


ti
on


, h
ea


lt
h,


 w
at


er
, a


nd
sa


ni
ta


ti
on


 p
ro


je
ct


s


O
ve


rs
am


pl
in


g 
na


ti
on


al
ho


us
eh


ol
d


 s
ur


ve
y


(L
SM


S)
 in


 S
F 


co
m


m
un


i-
ti


es
—


on
ly


 f
or


 e
d


uc
a-


ti
on


, h
ea


lt
h,


 w
at


er
, a


nd
sa


ni
ta


ti
on


 p
ro


je
ct


s


SF
 u


se
s 


po
ve


rt
y 


m
ap


ba
se


d
 o


n 
L


SM
S9


3 
d


at
a


02-Evaluating Impacts  5/23/00 5:42 AM  Page 208







209


Po
ve


rt
y 


le
ve


ls
 o


f 
SF


be
ne


fi
ci


ar
ie


s 
(h


ou
se


-
ho


ld
 le


ve
l)


•
Pe


rc
en


t o
f 


be
ne


fi
ci


a-
ri


es
 b


el
ow


 p
ov


er
ty


lin
e 


or
 in


 e
xt


re
m


e
po


ve
rt


y


•
M


ea
n 


co
ns


um
pt


io
n


le
ve


l o
f 


be
ne


fi
ci


ar
y


ho
us


eh
ol


d
s 


ve
rs


us
na


ti
on


al
 a


ve
ra


ge
 f


or
si


m
ila


r 
ho


us
eh


ol
d


s
pe


r 
pr


oj
ec


t t
yp


e 
(f


or
ex


am
pl


e,
 w


it
h 


ch
il-


d
re


n 
in


 p
ri


m
ar


y
sc


ho
ol


, w
it


h 
ac


ce
ss


 to
pi


pe
d


 w
at


er
, w


ho
 u


se
la


tr
in


es
)


it
e 


po
ve


rt
y 


in
d


ex
 b


as
ed


on
 m


ix
 o


f 
va


ri
ab


le
s 


In
co


m
e 


an
d


 c
on


su
m


p
-


ti
on


 s
u


rv
ey


 t
ha


t 
p


ic
ks


u
p


 S
F 


be
ne


fi
ci


ar
ie


s
ei


th
er


 b
y 


si
ze


 o
f 


SF
 o


r 
by


ov
er


sa
m


p
li


ng
 in


 S
F 


co
m


-
m


u
ni


ti
es


In
co


m
e 


an
d


 c
on


su
m


pt
io


n
su


rv
ey


 th
at


 p
ic


ks
 u


p 
SF


be
ne


fi
ci


ar
ie


s 
ei


th
er


 b
y


vi
rt


ue
 o


f 
si


ze
 o


f 
SF


 o
r 


by
ov


er
sa


m
pl


in
g 


in
 S


F 
co


m
-


m
un


it
ie


s;
 c


an
 a


ls
o 


ov
er


-
sa


m
pl


e 
in


 “
m


at
ch


” 
co


m
-


m
un


it
ie


s 
w


it
ho


ut
 S


F
in


te
rv


en
ti


on
s


ca
to


rs
 a


nd
 w


ei
gh


ts
, a


nd
ea


ch
 c


ou
nt


ry
 h


as
 d


iff
er


-
en


t i
nd


ex
. A


d
va


nt
ag


e 
is


th
at


 it
 o


ft
en


 p
ro


vi
d


es
m


or
e 


ge
og


ra
ph


ic
al


 d
is


-
ag


gr
eg


at
io


n 
th


an
 in


co
m


e
an


d
 c


on
su


m
pt


io
n 


su
r-


ve
ys


—
th


e 
tw


o 
ca


n 
be


lin
ke


d
 to


 d
er


iv
e 


pr
ed


ic
t-


ed
 c


on
su


m
pt


io
n 


le
ve


ls
 a


t
d


is
sa


gr
eg


ga
te


d
 le


ve
ls


M
ay


 v
ar


y 
w


id
el


y 
by


 S
F


pr
oj


ec
t t


yp
e


us
in


g 
co


m
po


si
te


 p
ov


er
-


ty
 in


d
ex


; w
ill


 u
pd


at
e


us
in


g 
L


SM
S9


8 
an


d
C


en
su


s 
d


at
a 


to
 p


re
d


ic
t


co
ns


um
pt


io
n 


at
 s


ub
na


-
ti


on
al


 le
ve


ls


O
ve


rs
am


pl
in


g 
na


ti
on


al
ho


us
eh


ol
d


 s
ur


ve
y


(L
SM


S)
 in


 S
F 


co
m


m
un


i-
ti


es


O
ve


rs
am


pl
in


g 
na


ti
on


al
ho


us
eh


ol
d


 s
ur


ve
y


(L
SM


S)
 in


 S
F 


co
m


m
un


i-
ti


es


(M
at


ri
x 


co
nt


in
ue


s 
on


 t
he


 fo
llo


w
in


g 
pa


ge
.)


02-Evaluating Impacts  5/23/00 5:42 AM  Page 209







210


D
is


tr
ib


ut
io


n 
of


 S
F


re
so


ur
ce


s


In
st


it
ut


io
na


l d
es


ig
n


fe
at


ur
es


 th
at


 a
ff


ec
t


SF
 ta


rg
et


in
g 


pe
rf


or
-


m
an


ce


O
th


er
 f


ac
to


rs
 a


ff
ec


t-
in


g 
ta


rg
et


in
g 


pe
rf


or
-


m
an


ce


•
Pe


rc
en


t o
f 


SF
 p


ro
je


ct
s


an
d


 r
es


ou
rc


es
 in


 b
ot


-
to


m
 q


ui
nt


ile
 o


f 
d


is
-


tr
ic


ts


•
U


se
 o


f 
po


ve
rt


y 
m


ap
•


Pr
om


ot
io


na
l e


ff
or


ts
•


D
ir


ec
t a


cc
es


s 
by


 b
en


e-
fi


ci
ar


y 
gr


ou
ps


•
Sh


ar
e 


of
 p


ro
je


ct
s 


by
re


qu
es


ti
ng


 a
ge


nc
y


•
D


ec
en


tr
al


iz
ed


 o
ff


ic
es


•
Ta


rg
et


 r
es


ou
rc


e 
al


lo
ca


-
ti


on
s


•
Su


bp
ro


je
ct


 m
en


u


•
A


ge
 o


f 
SF


•
“S


oc
ia


l c
ap


it
al


” 
of


co
m


m
un


it
y


•
D


is
ta


nc
e 


to
 S


F 
he


ad
-


qu
ar


te
rs


•
H


ig
he


st
 e


d
uc


at
io


n
le


ve
l o


f 
be


ne
fi


ci
ar


ie
s


•
Pr


es
en


ce
 o


f 
go


ve
rn


-
m


en
t o


r 
N


G
O


 in
te


r-
ve


nt
io


ns


N
ee


d
 c


on
si


st
en


t r
an


ki
ng


m
et


ho
d


ol
og


y 
ac


ro
ss


co
un


tr
ie


s


D
ev


el
op


 s
ta


nd
ar


d
 in


st
it


u-
ti


on
al


 v
ar


ia
bl


es
 th


at
 c


an
be


 u
se


d
 to


 e
xp


la
in


 ta
rg


et
-


in
g 


ou
tc


om
es


—
va


ri
ab


le
s


ea
si


ly
 o


bt
ai


ne
d


 f
ro


m
 S


Fs


A
ls


o 
ne


ed
 s


ta
nd


ar
d


 d
ef


i-
ni


ti
on


s 
fo


r 
va


ri
ab


le
s—


va
ri


ab
le


s 
ob


ta
in


ed
 f


ro
m


SF
s,


 h
ou


se
ho


ld
 s


ur
ve


ys
(w


it
h 


id
en


ti
fi


ca
ti


on
 o


f 
SF


be
ne


fi
ci


ar
ie


s)
, a


nd
 n


at
io


n-
al


 s
ur


ve
ys


N
ee


d
 to


 r
ev


ie
w


 r
an


ki
ng


sy
st


em
 a


nd
 r


ec
al


ib
ra


te


In
fo


rm
at


io
n 


av
ai


la
bl


e
fr


om
 S


F


O
nl


y 
in


d
ic


at
or


 in
 d


ou
bt


is
 th


e 
“s


oc
ia


l c
ap


it
al


 o
f


co
m


m
un


it
y”


M
at


ri
x


(c
on


ti
nu


ed
)


Is
su


es
G


en
er


al
 I


nd
ic


at
or


s
M


et
ho


do
lo


gi
es


C
om


m
en


ts
So


ur
ce


 o
f d


at
a


02-Evaluating Impacts  5/23/00 5:42 AM  Page 210







211


C
om


pa
ri


so
n 


of
 a


lt
er


-
na


ti
ve


s


Ph
ys


ic
al


 c
ap


it
al


•
D


eg
re


e 
of


 c
ou


nt
ry


in
co


m
e 


in
eq


ua
lit


y 


•
Pe


rc
en


t o
f 


SF
 p


ro
je


ct
s


an
d


 r
es


ou
rc


es
 in


 b
ot


-
to


m
 q


ui
nt


ile
 o


f 
d


is
-


tr
ic


ts
 v


er
su


s 
ot


he
r


co
m


pa
ra


bl
e 


pr
og


ra
m


s
an


d
 d


el
iv


er
y 


m
ec


ha
-


ni
sm


s


•
E


xt
en


t t
o 


w
hi


ch
 s


ub
-


pr
oj


ec
ts


 r
es


po
nd


 to
co


m
m


un
it


y 
pr


io
ri


ti
es


•
B


en
ef


ic
ia


ry
 p


er
ce


pt
io


n
of


 b
en


ef
it


 le
ve


l a
nd


im
pr


ov
em


en
ts


 to
 w


el
-


fa
re


•
Im


pr
ov


em
en


t i
n 


ac
ce


ss
to


 s
oc


ia
l a


nd
 e


co
no


m
ic


C
om


pa
re


 ta
rg


et
in


g 
pe


r-
fo


rm
an


ce
 b


as
ed


 o
n 


ge
o-


gr
ap


hi
ca


l l
oc


at
io


n 
or


po
ve


rt
y 


le
ve


ls
 o


f 
be


ne
fi


-
ci


ar
ie


s,
 d


ep
en


d
in


g 
on


su
rv


ey
 d


es
ig


n,
 s


ca
le


 o
f 


SF
an


d
 o


th
er


 p
ro


gr
am


s


C
om


m
un


it
y-


le
ve


l s
ur


ve
y,


be
ne


fi
ci


ar
y 


as
se


ss
m


en
t,


or
 h


ou
se


ho
ld


 s
ur


ve
y 


w
it


h
ov


er
sa


m
pl


es
 in


 S
F 


ar
ea


s


H
ou


se
ho


ld
 s


ur
ve


y 
or


be
ne


fi
ci


ar
y 


as
se


ss
m


en
t i


n
SF


 c
om


m
un


it
ie


s


H
ou


se
ho


ld
 s


ur
ve


y 
of


 S
F


be
ne


fi
ci


ar
ie


s


D
iff


ic
ul


t t
o 


fi
nd


 v
ia


bl
e


co
m


pa
ra


to
rs


; n
ee


d
 s


ep
a-


ra
te


 in
fo


rm
at


io
n 


ga
th


er
-


in
g 


fr
om


 c
om


pa
ra


to
r


pr
og


ra
m


s


N
ee


d
 to


 h
av


e 
ei


th
er


ba
se


lin
e 


or
 r


ec
al


l q
ue


s-


Pl
an


ne
d


 f
or


 c
os


t-
ef


fi
ci


en
cy


 a
na


ly
si


s


C
ov


er
ed


 in
 I


D
B


-
fi


na
nc


ed
 B


en
ef


ic
ia


ry
A


ss
es


sm
en


t a
nd


Fa
ci


lit
ie


s 
Su


rv
ey


C
ov


er
ed


 in
 h


ou
se


ho
ld


su
rv


ey
 a


nd
 I


D
B


-
fi


na
nc


ed
 B


en
ef


ic
ia


ry
A


ss
es


sm
en


t


So
m


e 
re


ca
ll 


qu
es


ti
on


s
in


 h
ou


se
ho


ld
 s


ur
ve


y,


B
. B


en
ef


it
s


D
at


a 
so


ur
ce


s/
C


as
e 


St
ud


y:
Is


su
es


G
en


er
al


 I
nd


ic
at


or
s


m
et


ho
do


lo
gi


es
C


om
m


en
ts


N
ic


ar
ag


ua
 


(M
at


ri
x 


co
nt


in
ue


s 
on


 t
he


 fo
llo


w
in


g 
pa


ge
.)


02-Evaluating Impacts  5/23/00 5:42 AM  Page 211







212


M
at


ri
x 


(c
on


ti
nu


ed
)


D
at


a 
so


ur
ce


s/
C


as
e 


St
ud


y:
Is


su
es


G
en


er
al


 I
nd


ic
at


or
s


m
et


ho
do


lo
gi


es
C


om
m


en
ts


N
ic


ar
ag


ua
 


in
fr


as
tr


uc
tu


re
 (


be
fo


re
an


d
 a


ft
er


)


•
Im


pr
ov


em
en


t i
n 


ac
ce


ss
to


 s
oc


ia
l a


nd
 e


co
no


m
ic


in
fr


as
tr


uc
tu


re
 v


er
su


s
co


m
pa


ra
to


r 
pr


oj
ec


ts


•
Im


pr
ov


em
en


t i
n 


qu
al


i-
ty


 o
f 


in
fr


as
tr


uc
tu


re
 a


nd
se


rv
ic


es
 (


be
fo


re
 a


nd
af


te
r)


•
Im


pr
ov


em
en


t i
n 


qu
al


i-
ty


 o
f 


in
fr


as
tr


uc
tu


re
 a


nd
se


rv
ic


es
 v


er
su


s 
co


m
-


pa
ra


to
r 


pr
oj


ec
ts


H
ou


se
ho


ld
 s


ur
ve


y 
of


 S
F


an
d


 c
om


pa
ra


to
r 


pr
oj


ec
t


be
ne


fi
ci


ar
ie


s


Fa
ci


lit
ie


s 
su


rv
ey


 a
nd


ho
us


eh
ol


d
 s


ur
ve


y,
 s


om
e


co
ve


ra
ge


 f
ro


m
 b


en
ef


ic
ia


-
ry


 a
ss


es
sm


en
t 


Fa
ci


lit
ie


s 
su


rv
ey


 a
nd


ho
us


eh
ol


d
 s


ur
ve


y,
 s


om
e


co
ve


ra
ge


 f
ro


m
 b


en
ef


ic
ia


-
ry


 a
ss


es
sm


en
t (


in
 S


F 
an


d
co


m
pa


ra
to


rs
)


ti
on


s;
 n


ee
d


 to
 d


ev
el


op
se


pa
ra


te
 in


d
ic


at
or


s 
pe


r
ty


pe
 o


f 
SF


 p
ro


je
ct


N
ee


d
 to


 h
av


e 
ei


th
er


ba
se


lin
e 


or
 r


ec
al


l q
ue


s-
ti


on
s;


 n
ee


d
 to


 d
ev


el
op


se
pa


ra
te


 in
d


ic
at


or
s 


pe
r


ty
pe


 o
f 


SF
 p


ro
je


ct


N
ee


d
 to


 h
av


e 
ei


th
er


ba
se


lin
e 


or
 r


ec
al


l q
ue


s-
ti


on
s;


 n
ee


d
 to


 d
ev


el
op


se
pa


ra
te


 in
d


ic
at


or
s 


pe
r


ty
pe


 o
f 


SF
 p


ro
je


ct


N
ee


d
 to


 h
av


e 
ei


th
er


ba
se


lin
e 


or
 r


ec
al


l q
ue


s-
ti


on
s;


 n
ee


d
 to


 d
ev


el
op


se
pa


ra
te


 in
d


ic
at


or
s 


pe
r


ty
pe


 o
f 


SF
 p


ro
je


ct


al
so


 p
os


si
bl


e 
ex


 a
nt


e
fr


om
 p


re
vi


ou
s 


L
SM


S;
ca


n 
co


m
pa


re
 S


F 
be


ne
fi


-
ci


ar
y 


w
it


h 
ch


ar
ac


te
ri


s-
ti


cs
 o


f 
na


ti
on


al
 p


op
ul


a-
ti


on
 a


nd
 w


it
h 


m
at


ch
co


m
m


un
it


ie
s


C
an


 c
om


pa
re


 S
F 


be
ne


fi
-


ci
ar


y 
w


it
h 


ge
ne


ra
l c


ha
r-


ac
te


ri
st


ic
s 


of
 n


at
io


na
l


po
pu


la
ti


on
 a


s 
w


el
l a


s
m


at
ch


 c
om


m
un


it
ie


s


Fo
r 


ed
uc


at
io


n,
 h


ea
lt


h,
w


at
er


 a
nd


 s
an


it
at


io
n,


re
ca


ll 
pl


us
 h


is
to


ri
ca


l
in


fo
rm


at
io


n 
fr


om
 f


ac
ili


-
ti


es
 s


ur
ve


y 
an


d
 S


F 
ex


an
te


 a
pp


ra
is


al


Fo
r 


ed
uc


at
io


n,
 h


ea
lt


h,
w


at
er


 a
nd


 s
an


it
at


io
n,


SF
 a


nd
 n


on
-S


F 
fa


ci
lit


ie
s


th
ro


ug
h 


ho
us


eh
ol


d
 a


nd
fa


ci
lit


ie
s 


su
rv


ey
s


02-Evaluating Impacts  5/23/00 5:43 AM  Page 212







213


H
um


an
 c


ap
it


al
•


Im
pr


ov
ed


 e
d


uc
at


io
na


l
st


at
us


: s
ch


oo
l a


tt
en


-
d


an
ce


, y
ea


rs
 c


om
pl


et
-


ed
, d


ro
po


ut
 a


nd
 r


et
en


-
ti


on
 r


at
es


 (
be


fo
re


 a
nd


af
te


r 
an


d
 v


er
su


s 
co


m
-


pa
ra


to
rs


)


•
Im


pr
ov


ed
 h


ea
lt


h 
st


a-
tu


s:
 f


or
 e


xa
m


pl
e,


 in
ci


-
d


en
ce


 o
f 


d
is


ea
se


, i
nf


an
t


m
or


ta
lit


y,
 m


al
nu


tr
it


io
n,


in
cr


ea
se


d
 b


re
as


tf
ee


d
in


g
(b


ef
or


e 
an


d
 a


ft
er


 a
nd


ve
rs


us
 c


om
pa


ra
to


rs
)


•
Im


pr
ov


ed
 e


co
no


m
ic


st
at


us
: i


nc
re


as
ed


in
co


m
e,


 r
ed


uc
ed


 ti
m


e
sp


en
t f


et
ch


in
g 


w
at


er
,


lo
w


er
 c


os
t o


f 
se


rv
ic


es
,


in
cr


ea
se


d
 e


m
pl


oy
m


en
t


(b
ef


or
e 


an
d


 a
ft


er
 a


nd
ve


rs
us


 c
om


pa
ra


to
rs


)


H
ou


se
ho


ld
 s


ur
ve


y 
an


d
in


fo
rm


at
io


n 
fr


om
 s


ch
oo


l


H
ou


se
ho


ld
 s


ur
ve


y 
w


it
h


he
al


th
 m


od
ul


e.
A


nt
hr


op
om


et
ri


c 
m


ea
-


su
re


s 
if


 m
al


nu
tr


it
io


n
in


cl
ud


ed


H
ou


se
ho


ld
 s


ur
ve


y


H
ou


se
ho


ld
 s


ur
ve


y 
an


d
in


fo
rm


at
io


n 
fr


om
sc


ho
ol


 f
or


 S
F 


an
d


 n
on


-
SF


 s
ch


oo
ls


 a
nd


 h
ou


se
-


ho
ld


s


H
ou


se
ho


ld
 s


ur
ve


y 
an


d
in


fo
rm


at
io


n 
fr


om
 h


ea
lt


h
ce


nt
er


 f
or


 S
F 


an
d


 n
on


-
SF


 c
en


te
rs


 a
nd


 h
ou


se
-


ho
ld


s


H
ou


se
ho


ld
 s


ur
ve


y 
fo


r
SF


-b
en


ef
ic


ia
ry


 a
nd


 n
on


-
be


ne
fi


ci
ar


y 
m


at
ch


 c
om


-
m


un
it


ie
s


(M
at


ri
x 


co
nt


in
ue


s 
on


 t
he


 fo
llo


w
in


g 
pa


ge
.)


02-Evaluating Impacts  5/23/00 5:43 AM  Page 213







214


So
ci


al
 c


ap
it


al


Su
st


ai
na


bi
lit


y 
of


op
er


at
io


ns


•
In


cr
ea


se
d


 c
om


m
un


it
y


ca
pa


ci
ty


 to
 a


d
d


re
ss


pr
ob


le
m


s 
(v


er
su


s 
co


m
-


pa
ra


to
rs


)


•
In


cr
ea


se
d


 p
ar


ti
ci


pa
ti


on
ra


te
s 


in
 c


om
m


un
it


y-
in


it
ia


te
d


 c
ha


ng
es


 (
ve


r-
su


s 
co


m
pa


ra
to


rs
)


•
C


on
d


it
io


ns
 u


nd
er


w
hi


ch
 S


F 
pr


oj
ec


ts
 a


re
op


er
at


in
g 


af
te


r 
SF


 in
te


r-
ve


nt
io


n 
(a


bs
ol


ut
e 


su
s-


ta
in


ab
ili


ty
)


•
C


on
d


it
io


ns
 u


nd
er


w
hi


ch
 S


F 
pr


oj
ec


ts
 a


re
op


er
at


in
g 


af
te


r 
SF


 in
te


r-
ve


nt
io


n 
ve


rs
us


 c
om


-
pa


ra
to


r 
pr


oj
ec


ts
 (


re
la


-
ti


ve
 s


us
ta


in
ab


ili
ty


)


H
ou


se
ho


ld
 s


ur
ve


y,
 c


om
-


m
un


it
y 


su
rv


ey
, a


nd
/


or
be


ne
fi


ci
ar


y 
as


se
ss


m
en


t


H
ou


se
ho


ld
 s


ur
ve


y,
 c


om
-


m
un


it
y 


su
rv


ey
, o


r 
be


ne
fi


-
ci


ar
y 


as
se


ss
m


en
t


Fa
ci


lit
ie


s 
su


rv
ey


Fa
ci


lit
ie


s 
su


rv
ey


N
ee


d
 to


 d
ev


el
op


 in
d


ic
a-


to
rs


C
an


 g
et


 s
om


e 
ad


d
it


io
na


l
in


fo
rm


at
io


n 
fr


om
 b


en
ef


i-
ci


ar
y 


as
se


ss
m


en
t


C
an


 g
et


 s
om


e 
ad


d
it


io
na


l
in


fo
rm


at
io


n 
fr


om
 b


en
ef


i-
ci


ar
y 


as
se


ss
m


en
t


N
ot


 a
d


d
re


ss
ed


In
fo


rm
at


io
n 


in
 h


ou
se


-
ho


ld
 s


ur
ve


y 
on


 p
ar


ti
ci


-
pa


ti
on


 


Fo
r 


ed
uc


at
io


n 
an


d
he


al
th


 p
ro


je
ct


 s
ur


ve
ys


,
ha


ve
 b


ot
h 


SF
 a


nd
 n


on
-


SF Fo
r 


ed
uc


at
io


n 
an


d
he


al
th


 p
ro


je
ct


 s
ur


ve
ys


,
ha


ve
 b


ot
h 


SF
 a


nd
 n


on
-


SF


M
at


ri
x 


(c
on


ti
nu


ed
)


D
at


a 
so


ur
ce


s/
C


as
e 


St
ud


y:
Is


su
es


G
en


er
al


 I
nd


ic
at


or
s


m
et


ho
do


lo
gi


es
C


om
m


en
ts


N
ic


ar
ag


ua
 


C
. S


u
st


ai
n


ab
il


it
y 


of
 B


en
ef


it
s


D
at


a 
so


ur
ce


s/
C


as
e 


St
ud


y:
Is


su
es


G
en


er
al


 I
nd


ic
at


or
s


m
et


ho
do


lo
gi


es
C


om
m


en
ts


N
ic


ar
ag


ua
 


02-Evaluating Impacts  5/23/00 5:43 AM  Page 214







215


C
an


 g
et


 s
om


e 
ad


d
it


io
na


l
in


fo
rm


at
io


n 
fr


om
 b


en
ef


i-
ci


ar
y 


as
se


ss
m


en
t


C
an


 g
et


 s
om


e 
ad


d
it


io
na


l
in


fo
rm


at
io


n 
fr


om
 b


en
ef


i-
ci


ar
y 


as
se


ss
m


en
t


C
an


 g
et


 s
om


e 
ad


d
it


io
na


l
in


fo
rm


at
io


n 
fr


om
 b


en
ef


i-
ci


ar
y 


as
se


ss
m


en
t


Fo
r 


ed
uc


at
io


n 
an


d
he


al
th


 p
ro


je
ct


 s
ur


ve
ys


,
ha


ve
 b


ot
h 


SF
 a


nd
 n


on
-


SF Fo
r 


ed
uc


at
io


n 
an


d
he


al
th


 p
ro


je
ct


 s
ur


ve
ys


,
ha


ve
 b


ot
h 


SF
 a


nd
 n


on
-


SF Fo
r 


ed
uc


at
io


n 
an


d
he


al
th


 p
ro


je
ct


 s
ur


ve
ys


,
ha


ve
 b


ot
h 


SF
 a


nd
 n


on
-


SF W
ou


ld
 n


ee
d


 a
d


d
it


io
na


l
w


or
k


In
cl


ud
e 


in
 n


ex
t


be
ne


fi
-


ci
ar


y 
as


se
ss


m
en


t;
im


pa
ct


 e
va


lu
at


io
n


Fa
ci


lit
ie


s 
su


rv
ey


Fa
ci


lit
ie


s 
su


rv
ey


Fa
ci


lit
ie


s 
su


rv
ey


 a
nd


ho
us


eh
ol


d
 s


ur
ve


y


SF
 d


at
ab


as
e,


 c
om


m
un


it
y


su
rv


ey
, o


r 
be


ne
fi


ci
ar


y
as


se
ss


m
en


t


C
om


m
un


it
y 


su
rv


ey
,


ho
us


eh
ol


d
 s


ur
ve


y,
 o


r
be


ne
fi


ci
ar


y 
as


se
ss


m
en


t


•
M


ai
nt


en
an


ce
 o


f 
in


fr
a-


st
ru


ct
ur


e 
an


d
 s


er
vi


ce
s


ov
er


 ti
m


e 
(a


bs
ol


ut
e)


•
M


ai
nt


en
an


ce
 o


f 
in


fr
a-


st
ru


ct
ur


e 
an


d
 s


er
vi


ce
s


ov
er


 ti
m


e 
ve


rs
us


 c
om


-
pa


ra
to


r 
pr


oj
ec


ts
 (


re
la


-
ti


ve
)


•
Q


ua
lit


y 
an


d
 q


ua
nt


it
y 


of
in


fr
as


tr
uc


tu
re


 a
nd


 s
er


-
vi


ce
s 


ov
er


 ti
m


e


•
Te


nd
en


cy
 o


f 
SF


 c
om


m
u-


ni
ti


es
 to


 s
ub


m
it


 o
th


er
pr


op
os


al
s 


(t
o 


SF
 a


nd
ot


he
rs


) 
ov


er
 ti


m
e


•
C


om
m


un
it


y 
pa


rt
ic


ip
a-


ti
on


 in
 s


oc
ia


l a
nd


 e
co


-
no


m
ic


 in
fr


as
tr


uc
tu


re
ne


ed
s 


ov
er


 ti
m


e


Su
st


ai
na


bi
lit


y 
of


m
ai


nt
en


an
ce


Su
st


ai
na


bi
lit


y 
of


im
pa


ct


Su
st


ai
na


bi
lit


y 
of


co
m


m
un


it
y 


ef
fe


ct
s


(M
at


ri
x 


co
nt


in
ue


s 
on


 t
he


 fo
llo


w
in


g 
pa


ge
.)


02-Evaluating Impacts  5/23/00 5:43 AM  Page 215







216


M
at


ri
x 


(c
on


ti
nu


ed
)


D
. C


os
t-


E
ff


ic
ie


n
cy


 I
ss


u
es


D
at


a 
so


ur
ce


s/
C


as
e 


St
ud


y:
Is


su
es


G
en


er
al


 I
nd


ic
at


or
s


m
et


ho
do


lo
gi


es
C


om
m


en
ts


N
ic


ar
ag


ua
 


C
os


t-
ef


fi
ci


en
cy


 o
f


su
bp


ro
je


ct
s


•
A


ve
ra


ge
 c


os
t p


er
 n


ew
sc


ho
ol


, h
ea


lt
h 


po
st


,
w


at
er


 s
ys


te
m


 v
er


su
s


al
te


rn
at


iv
e 


ap
pr


oa
ch


es
ve


rs
us


 c
om


pa
ra


to
r 


pr
o-


je
ct


s


•
U


ni
t c


os
ts


: c
os


t p
er


sq
ua


re
 m


et
er


 o
f 


co
n-


st
ru


ct
io


n,
 p


er
 k


ilo
m


et
er


of
 r


oa
d


, a
nd


 s
o 


on
, v


er
-


su
s 


co
m


pa
ra


to
r 


pr
oj


ec
ts


•
A


ve
ra


ge
 c


os
t p


er
 b


en
ef


i-
ci


ar
y 


pe
r 


SF
 p


ro
je


ct
 ty


pe
ve


rs
us


 c
om


pa
ra


to
rs


•
A


ve
ra


ge
 c


os
t o


f 
em


pl
oy


-
m


en
t g


en
er


at
ed


 v
er


su
s


co
m


pa
ra


to
rs


SF
 d


at
ab


as
e 


an
d


 in
fo


r-
m


at
io


n 
fr


om
 g


ov
er


nm
en


t
m


in
is


tr
ie


s 
an


d
 m


un
ic


ip
al


go
ve


rn
m


en
ts


SF
 d


at
ab


as
e 


an
d


 in
fo


r-
m


at
io


n 
fr


om
 g


ov
er


nm
en


t
m


in
is


tr
ie


s 
an


d
 m


un
ic


ip
al


go
ve


rn
m


en
ts


SF
 d


at
ab


as
e 


an
d


 in
fo


r-
m


at
io


n 
fr


om
 g


ov
er


nm
en


t
m


in
is


tr
ie


s 
an


d
 m


un
ic


ip
al


go
ve


rn
m


en
ts


SF
 d


at
ab


as
e 


an
d


 in
fo


r-
m


at
io


n 
fr


om
 g


ov
er


nm
en


t
m


in
is


tr
ie


s 
an


d
 m


un
ic


ip
al


go
ve


rn
m


en
ts


C
os


ts
 c


ha
ng


e 
ov


er
 ti


m
e


an
d


 c
om


pa
ra


to
r 


pr
oj


ec
ts


m
us


t b
e 


id
en


ti
ca


l


SF
 a


nd
 n


on
-S


F 
d


at
a


fr
om


 f
ac


ili
ti


es
 s


ur
ve


y.
N


on
-S


F 
co


st
 e


st
im


at
es


m
ay


 n
ot


 b
e 


re
lia


bl
e


C
an


 c
al


cu
la


te
 S


F 
av


er
-


ag
es


. W
ill


 in
cl


ud
e 


in
co


st
-e


ff
ic


ie
nc


y 
an


al
ys


is


C
an


 c
al


cu
la


te
 S


F 
av


er
-


ag
es


. W
ill


 in
cl


ud
e 


in
co


st
-e


ff
ic


ie
nc


y 
an


al
ys


is


C
an


 c
al


cu
la


te
 S


F 
av


er
-


ag
es


. W
ill


 in
cl


ud
e 


in
co


st
-e


ff
ic


ie
nc


y 
an


al
ys


is


02-Evaluating Impacts  5/23/00 5:43 AM  Page 216







217


C
an


 c
al


cu
la


te
 S


F 
av


er
-


ag
es


. W
ill


 in
cl


ud
e 


in
co


st
-e


ff
ic


ie
nc


y 
an


al
ys


is


C
an


 c
al


cu
la


te
 S


F 
av


er
-


ag
es


. W
ill


 in
cl


ud
e 


in
co


st
-e


ff
ic


ie
nc


y 
an


al
ys


is


N
ee


d
 to


 d
ev


el
op


 s
ta


n-
d


ar
d


 d
ef


in
it


io
ns


 o
f 


in
st


i-
tu


ti
on


al
 c


os
ts


; s
pe


ci
fy


ti
m


e 
pe


ri
od


SF
 d


at
ab


as
e 


an
d


 in
fo


r-
m


at
io


n 
fr


om
 g


ov
er


n-
m


en
t m


in
is


tr
ie


s 
an


d
m


un
ic


ip
al


 g
ov


er
nm


en
ts


SF
 d


at
ab


as
e 


an
d


 in
fo


r-
m


at
io


n 
fr


om
 g


ov
er


n-
m


en
t m


in
is


tr
ie


s 
an


d
m


un
ic


ip
al


 g
ov


er
nm


en
ts


•
SF


 in
st


it
ut


io
na


l c
os


ts
(i


nv
es


tm
en


t a
nd


 o
pe


ra
t-


in
g)


 a
s 


sh
ar


e 
of


 S
F 


pr
o-


je
ct


s 
ve


rs
us


 c
om


pa
ra


to
r


pr
oj


ec
ts


•
A


ve
ra


ge
 c


om
pl


et
io


n
ti


m
e 


ve
rs


us
 c


om
pa


ra
to


r
pr


oj
ec


ts


C
os


t e
ff


ic
ie


nc
y 


of
d


el
iv


er
y 


m
ec


ha
ni


sm


02-Evaluating Impacts  5/23/00 5:43 AM  Page 217






