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What is the Toolkit?

The toolkit is designed as a practical guide for facilitators
who will help EQUAL Development Partnerships (DPs) to
design, develop, monitor and evaluate their projects. It
provides best practice techniques for all aspects of project
management within a partnership context, supported by
diagrams and illustrations. The toolkit is based on exten-
sive research into Round 1
Commission and DPs, and infernational expertise in plan-
ning and evaluating multi-partner projects in over 40
countries.

carried out with the

This toolkit will:

 Explain project cycle management and how DPs can
use it to design and implement their projects, as well as
to identify mainstreaming opportunities

* Explain how to build a logical framework to help part-
ners discuss and think through all the implications of
what they are trying to do

* Put all the main elements into a simple plan and

* Explain some best practice techniques for project man-
agement within the context of DPs.

Why the Toolkit?

Recent analysis has identified the inappropriateness of
many of the methods used in project design and manage-
ment as one of the main reasons for not meeting expecta-
tions. Many of these methods were copied from the private
and public sectors where they had been specifically
designed for those sectors and the particular management
structures they use.

The need for appropriate project management methods is
underlined by evidence from European Union evaluations
that many initiatives fail to achieve sustainable benefits
beyond the life of the funding. This is due primarily to poor
design, not because of poor implementation. Increasingly,
there is an emphasis on the principle that those who are
intended to benefit from the initiative should be involved in
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designing and managing it. Many people who are new to
project management are participating either as paid staff,
volunteers or advisers, but have no formal training in the
necessary techniques and skills. This toolkit supports the
development of professional skills.

This toolkit is designed to help:
¢ Overcome difficulties experienced by Round 1 DPs

* Get all partners on board from the start

* Produce a simple plan everyone understands and can
use

* Reduce the stress of coordinating the partnership’s
work programme

* Improve DP activities and outcomes

* Test and get adopted new ways of supporting disad-
vantaged groups

*  Meet the Commission’s updated requirements

(see guidelines for the 2" round of EQUAL
htip:/ /europa.eu.int/comm/employment_social /equal/

What is Project Cycle Management for
DPs?

Project Cycle Management (PCM) is a framework within
which to identify and clarify problems and then design,
plan, implement, monitor and evaluate projects to over-
come them. It builds a shared and concise picture of what
a project will do to overcome a specific problem and is
therefore ideally suited for partnerships aiming at innova-
tion. It breaks down a complex process that partnerships
have to manage, starting by dividing the ‘project cycle’
into stages in the life of the projects that will be managed
by partnerships.
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What is Logical Framework?

Logical Framework is the specific set of techniques used at
each of the stages projects go through in order to plan,
monitor and evaluate projects within the partnership. The
Logical Framework provides a set of practical tools for car-
rying out projects within a partnership context.

How is information managed?

The Toolkit provides a set of templates for recording,
analysing and measuring progress. Templates, when used
consistently, will provide the foundation of the DP’s docu-
mentation. Templates are a very effective way of collecting
data, at the time and place of its creation, such as in meet-
ings, workshops, team working, interviews, etc., and the
standard formats enable data to be compared and
analysed across a sector or a cluster of projects. Using
standard templates makes it easy for all stakeholders to
learn the format and be able to read, contribute to and
analyse DP information.

Why use this methodology?

The method provides a common language and set of tools
which can support and strengthen partnership working.
The method is designed specifically for projects whose
purpose is fo achieve sustainable solutions to perceived
problems; it takes account of the need to involve those who
are infended to benefit as well as other stakeholders, in all
levels of planning, implementing and evaluating. The very
process of using it is part of the solution to the problem of
people feeling they do not have a say, or are not listened
to, when it comes to designing projects. Applying it is par-
ticipatory and will work well as long as the mix of stake-
holders involved fully represents all interests. The structure
and process of the method is itself a learning experience;
the process is integral fo social inclusion.

This method has been successfully used by some of the
main international development agencies for over 20
years. Since 1992, DG | and DG VIl (now EuropeAid) of
the European Commission have used this method for alll
external aid programmes. The World Bank, some UN
agencies and a host of bilateral agencies, such as DFID of
the UK, USAID of USA, etc. have been using and develop-
ing this method since the early 1980s. It is now the com-
mon language of international development.
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Link to other EQUAL guides

Both the EQUAL Guide on transnational co-operation and
the EQUAL Guide for Development Partnerships refer to
PCM as a useful method to support partnership as well as
transnationality.

Next to this Project Cycle Management toolkit for facilita-
tors, there is a supplementary training guide — the PCM
facilitators” training guide, together with slides — that con-
tains a step-by-step approach for training PCM facilitators.

All guides can be found on the EQUAL website:
http://europa.eu.int/comm/employment social/equal/a
bout/key-doc_en.cfm.

0.1. The role of facilitation

Since the 1960s, facilitation has been recognised as an
important way of bringing together individuals and repre-
sentatives into a group and/or team to share an experi-
ence, to learn something new, to make decisions, to solve
problems, to plan actions and to settle disputes. Because
EQUAL DPs will be made up of stakeholders and have to
work within a context of different interest groups, there is
a strong case for using facilitation methods as the ‘work-
ing method’. Examples of stakeholders are: Member State
departments; policy makers and agencies; disadvantaged
groups of people who are excluded, for different reasons,
from equal access to the labour market; non-government
agencies and private sector organisations.

In many cases these stakeholders will not have worked
together before and will have different interests, priorities
and values. The time constraint of the EQUAL programme
means that DPs cannot spend too much time on bringing
these stakeholders together and need to make the process
of forming coherence amongst the disparate groups easy.
Facilitation is a very good way of assisting DPs in bring-
ing together stakeholders and partners.



0.2. The role of a facilitator

EQUAL projects are for people who experience disad-
vantages in getting into work and employers who find it
difficult to employ certain people. Central to EQUAL is the
notion of facilitating new ways of bringing these stake-
holders together. The issue is about changing the relation-
ship between these two stakeholder groups, as well as all
other stakeholders that are involved, and changing their
attitudes and behaviour towards each other. These are
governed by both written rules (research evidence, project
proposc:|, schedule of work, iob contract, etc) and unwrit-
ten rules (personal perceptions, cultural beliefs, what peo-
ple think should happen, personal experiences, etc.). A
multi-faceted yet inclusive society belies the single way of
doing something; there is more than one truth and one

reality.

Participation of stakeholders in the process of change is
considered to be the best way of breaking down barriers
to accessing work and exploring new ways of organising
work to the benefit of the business and employees.

Partnership Development Toolkit

Stakeholders need to be supported in order to participate
effectively in exploring new ways to work.

The intensity and level of participation will depend on the
capacity of stakeholders to be involved and this is where
the role of a facilitator comes in. As there is often no right
or wrong way of doing things, expressed views are most-
ly right from the point of view of the representative. For
example: statistical evidence might say that more people
are in work than a year ago, but if a number of people
have been laid off in their work place their perception is
that unemployment is increasing. Both are right, it
depends not on what is happening, but from where one is
in relation to what is happening. The facilitator has to
facilitate an understanding of the differing realities
amongst all stakeholders.

As the purpose of facilitation is to engender participation
by stakeholders in the process of DPs and their projects it
is important to recognise that not all stakeholders will par-
ficipate in the same way or at the same intensity at all
stages of the process. We might consider four levels of
intensity (they are not mutually exclusive):

Passive and low level participation

Active and high level participation

Information sharing is the minimal level of partici-
pation and often consists of keeping people informed,
i.e. a one way flow of information.

Consultation means that there is a two way flow of
information, a dialogue. This may not, however, lead to
decision making.

Decision making is when participation reaches a
higher level and involves individuals or groups (particu-
larly those who are normally excluded) in actually mak-
ing decisions. They have the authority and respon-
sibility to take action.

Initiating action is the highest level of participation
when people take upon themselves to initiate new
actions. To do so indicates a significant level of confi-
dence and empowerment.
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The role of the facilitator is not to prescribe any one level
of intensity but o assist stakeholders in recognising that
there are different levels of engagement of different value
in relation to different circumstances. Stakeholders need to
be supported in choosing the level of engagement that
suits them and suits the task at hand.

How the facilitator should work

The facilitator needs to be able to be flexible and respon-
sive to bring all the perspectives together whilst keeping
the overall purpose of the session on track. The facilitator
has to have a warm personality with an ability to show
approval and acceptance of others. They also need the
confidence to go with the participants and to support them
in achieving their outcome, not fo try to judge and impose
their ideas. A facilitator will listen to what people are say-
ing, and analyse and summarise it for them to keep the
session moving forward. Knowledge of the subject is not
necessarily that important, what is important is knowledge
of group processes. The facilitator focuses on the proces-
ses, while the participants focus on the content.

A facilitator should:
e Enable participants to understand each other as
human beings and in their roles as stakeholders

e Support a group to develop and apply rules about the
ways it works together

* Facilitate planning and processes towards decision-
making

* Handle disagreements skillfully

» Support the stakeholders in aspiring to achieve the
objectives they have set.

The structure of a facilitation session

Have a clear statement by the DP about the purpose of
the facilitation; get the DP to write down: what they need
from the session; who is invited and why; how long it
should last; and what type of outcome is required, i.e.
decision made, action list, p|c1ns qdopted, efc.

The preparation of facilitation involves deciding the
methods and tools to be used and the agenda and rules to
be applied. The facilitator should know who is coming and
why, as well as what is expected by participants and the
type of venue and resources required. The facilitator
should draw up an agenda of the session outlining the
objectives, date, time and list participants. The agenda
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may well include the use of the PCM templates to describe
content in more detail. Other details can include time of
each item on the agenda and a description of the type of
venue required and resources needed.

The running of a session by a facilitator means that they
must make sure participants know why they are there and
help them focus on the issue to be dealt with. The facilita-
tor's job is to make participants feel relaxed and able to
participate, this can be helped by discussing the EQUAL
terminology to make sure that participants are clear about
words and terms used and can relate them to their work
environment. If there are rules to be followed these should
be observed, along with rules such as time keeping.

During the session the role of the facilitator is to bring par-
ticipants together, keep them focused on the agenda while
allowing short deviations, make sure they feel able to par-
ticipate, finish on time and summarise and finish clearly.
The PCM templates can be used by participants to keep
notes of the proceedings of the session, either individually
or in small groups. This will act as a memory of the ses-
sion as well as personal notes.

The finishing of a session is a key to good facilitation.
The facilitator has to remember and be able to summarise
what happened during the session. Sometimes it is neces-
sary to ana|yse the contribution made as part of the sum-
mary. Try to use the words and terms used by participants
in the summing up and make sure that all the key points
are covered.

If there have been decisions made these must be clarified,
if further action is required then it is important to make
sure that the ‘what, who, when and how’ is clear, make
sure that there is sufficient time at the end to sort these
issues out. If templates have been used each participant
has their own record of what happened.

As a facilitator there is always more to learn, therefore
some form of session review or evaluation is useful. This
may be in the form of a written set of questions, a partici-
pative review exercise or a short discussion on what
worked well and what didn’t work well. Ask for sugges-
tions on how to improve the session for the next time.

More information and a primer on facilitation can be
found at the website of the International Association of
Facilitators (www.iaf-world.org).




0.3. EQUAL Project Cycle

The EQUAL project cycle is a framework for designing, plan-
ning, implementing, monitoring and evaluating projects
within EQUAL DPs. It provides the context for making deci-
sions and managing activities. The project cycle divides into
a number of stages in the life of projects within a DP and
maintains the links between one stage and the next.

Traditionally the project cycle has six stages as described
in the outer cycle below, however, within EQUAL the
stages are slightly different and are described in the inner
circle.

Partnership Development Toolkit

4, Finish
Remember what has been said, summarise and give
support to any continuation required.

* Make sure the session ends clearly by summarising
what happened, and if required, future actions: what?
who? how? when2 and where issues are clarified

e Clarify if/how you can assist affer the session
* Get their opinions of the session

*  Work out your mistakes and how not to repeat them;
keep looking for better ways of doing things

The stages through which projects are processed are man-
aged from the programme framework to the final evalua-
tion. This method is not a single process but a set of inte-
grated stages, designed to make sure that issues are
examined systematically; each stage links with the previ-
ous one and leads forward to the next one. This system
makes the project concept (and the context in which it
operates) clear and visible and therefore enables it to be
better managed by the Development Partnership.

The diagram below illustrates the traditional project cycle

in the outer circle and the adapted project cycle in the
inner circle.
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The project cycle

Programme

Conclusion &
Final Evaluation

f

‘ Evaluation

Innovation becomes
mainstreamed

(

Innovation and learning
being disseminated

\

[ Implementation ’

Yy

EQUAL programme
priorities and themes

( Identification

Action 0 & 1
Preparatory/
initiation Stage

Actions 2 & 3 l
Implementing the
work programme

and evaluation
(develop and test)

Mainstreaming

and evaluation
\

/{ Formulation ]

Commitment &
Appraisal

The cycle starts with the policy objectives of the
Programme. During Action O (preparatory stage) an initial
problem will be identified and an initial core partnership
formed to develop the first application for support.

If the original application is successful then Action 1 (initi-
ation) is funded to develop the DP and its transnational
component, and a detailed plan and proposal for the
innovative initiatives. This culminates in the Development
Partnership Agreement (DPA), which also contains the
details of transnational co-operation (this then corre-
sponds to the traditional identification and formulation.

This detailed plan and proposal is to be assessed by the rel-
evant authorities and if acceptable, the DP will receive con-
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firmation of the funding. The main difference with the tradi-
tional project cycle is that within EQUAL, there is first a very
basic identification/formulation stage in Action 0, which is
appraised and provides access to funding for a more in-
depth identification and formulation (Action 1) that leads to
another appraisal unlocking funding for Action 2
(Development and testing of a new solution). There are good
reasons why EQUAL is operated in this way, as due to its
innovative nature it is normally not clear from the start what
the actual problem exactly is or how tfo solve it.

Another difference is that in EQUAL, partnerships are
responsible for implementing their projects together. One
DP may be executing many different projects that all con-
tribute in a coordinated way to a common result.



Action 2 is the main implementation phase for domestic
and transnational activities. During this stage, DPs further
develop and test out new approaches to tackling discrimi-
nation and inequality in the labour market, and work with
Development Partnerships in other Member States to share
knowledge and understanding of discrimination and

inequality.

During Action 3, which runs in parallel with Action 2,
Development Partnerships are involved in thematic net-
working, disseminating good practice and making an
impact on policy. DPs will identify the outcomes from their
activities with the most potential to influence mainstream
policy and practice and the potential audiences for these
outcomes. At this stage the DP will be able to disseminate
and mainstream learning outcomes and innovation.

This method provides a structure within which different
stakeholders can participate and make decisions at each
stage of the cycle. Their involvement is crucial to good
project management. Experience has shown that too many
decisions about projects are taken without sufficient partic-
ipation by the disadvantaged and other stakeholders, and
without the necessary information. The purpose of the
project cyc|e is to ensure that at each stage the stakehold-
ers take the decisions and that decisions are based on rel-
evant and sufficient information. This includes undertaking
exercises, gathering information and analysing the find-
ings, before deciding whether to do more work, abandon
the project or move to the next stage.

Practitioners in project design are obliged to focus on the
real needs of the disadvantaged by requiring a detailed
assessment of the existing situation. Right from the begin-
ning, aspects assuring sustainability are included in the
project design. A project can be said to be sustainable
when the disadvantaged continue to experience benefits
beyond the period of funding. Rather than aiming to have
enduring benefits at DP level, EQUAL puts the focus on
how to mainstream what was learned, thus ensuring that
lasting benefits will result from changes in mainstream
provision of services to the disadvantaged.

During the life of a DP’s projects many documents will be
generated, from original problem analysis through to the
DPA, monitoring reports and the final evaluation. The doc-
uments are the major link as the DP’s projects progress
from one stage to the next and communicate what has pre-

Partnership Development Toolkit

viously been done, who was involved and what was
decided. If these documents are inconsistent in style, con-
tent and emphasis they will become exclusive and will be
inaccessible to the disadvantaged and many other stake-

holders.

At each stage in the project cycle, the issues that were
recorded in the documents are examined and revised
where necessary, and carried forward to the next stage.
This system makes the project concept and the context in
which it operates clear and visible and enables better
monitoring and evaluation.

0.4. Management of EQUAL
Project Cycle

The cycle — from Programme stage to the final Evaluation
stage — takes from 2 to 3 years depending on the Member
State and involves many individuals and different organi-
sations (stakeholders). This means that there is often no
overall management of all six stages from beginning to
end; at each stage different stakeholders are involved.
Communication between each stage is enhanced by the
standardised and stable document formats which are used
throughout the life of a project.

At each stage, good management depends on engaging
with the right stakeholders in a participative way. This
includes undertaking exercises, gathering information,
analysing the findings and making decisions, before
deciding whether to do more work, abandon the project
or move to the next stage.

E®UAL 11
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Stages of the Project Cycle

Stage 1. Programme

Dividing the cycle into stages provides the basis for effec-
tive project preparation, implementation and evaluation
within the DP. The cycle provides the structure for manag-
ing the projects within the DP. At each stage the informa-
tion is gathered and decisions are made to either continue
or to stop projects. If a project ceases to be relevant, it
should be fundamentally changed or stopped. Stopping a
project if it is not going to achieve its objectives, at any
time during the cycle, is not failure, but good manage-
ment.

At stage 1 (Programme), bids are invited for an initial
application from core partnerships to design and test inno-
vative ways of overcoming inequalities in the labour mar-
ket, under the priorities and themes.

Sequence of Activities

e Identify a problem with existing mechanisms for includ-
ing disadvantaged in the labour market

¢ Identify a small number of potential partners from with
the Member State

e Identify a potential Transnational partner from other
Member States

* Develop the problem area into an initial proposal for
further action within EQUAL using Action 1 funding.

What is a programme and what is a
project?

Programmes and projects are short term interventions to
create long term benefits. Their purpose is to change an
existing negative situation into a positive situation.
Generally programmes and projects are initiated fo:

* Put in place better services

* Change behaviour of service providers and/or service
users

¢ Influence policy makers and legislators.

The EQUAL programme

The programme is funded through the European Social
Fund. It is an initiative which develops, tests and promotes
new means of combating all forms of discrimination and
inequalities in the labour market, both for those in work
and for those seeking work, with transnational co-opera-
tion as an essential element. The programme operates
across identified thematic fields which embrace the four
pillars of the European Employment Strategy and support
for asylum seekers.

The thematic fields are defined as follows:
1. Employability
2. Entrepreneurship
3. Adaptability
4. EQUAL opportunities
5. Social and vocational integration of asylum seekers

It will, over time, develop good practice that can enhance
the delivery of mainstream policy, legislation and activity.
Programmes are negotiated between Member States and
the European Commission. The negotiations specify the
agreed priorities that a Member State and the European
Commission consider important within the parameters of
the programme.

EQUAL Development Partnerships and
their projects

EQUAL funds activities implemented by partners organ-
ised in Development Partnerships (DPs). Each
Development Partnership will address one thematic field of
its choice.

Development Partnerships are formed to design and man-
age projects; the emphasis is less on projects and more on
partnerships managing projects. Projects are defined as
forming in a co-ordinated way ‘innovative solutions to
labour market problems’. Therefore, all projects are

E®UAL 13
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designed and executed to learn and test new ideas and
ways of operating.

A project is a set of activities designed to achieve a stated
objective, based on an identified problem within the
parameters of the programme. A project links the policy
initiative of a programme at the higher level with the
unique problems faced by a particular disadvantaged
group at grass roots level.

Projects have to conform to a set of principles:

* Ensure that activities principally benefit those subject to
the main forms of discrimination and inequality accor-
ding to a thematic field

* Ensure that the promotion of equality between women
and men is integral to all the thematic fields

* The ideal of improving the supply of and demand for
quality jobs with a future and encourage the effective
use of existing mechanisms (for example those that
exist for social dialogue) to improve awareness of the
factors leading to discrimination, inequality and exclu-
sion in connection with the labour market.

The nine EQUAL themes

Employability

Theme A

Facilitating access and return to the labour mar-
ket for those who have difficulty in being integrated
or re-integrated into a labour market which must be
open to all.

Theme B
Opportunities to promote potential for ethnic
minorities within the world of work.

Entrepreneurship

Theme C

Opening up the business creation process to all
by providing the tools required for setting up in busi-
ness and for the identification and exploitation of
new possibilities for creating employment in urban
and rural areas.

Theme D

Strengthening the social economy (the third sec-
tor), in particular services of interest fo the communi-
ty, with a focus on improving the quality of jobs.

Adaptability

Theme E

Promoting lifelong learning and inclusive
work practices which encourage the recruitment
and retention of those suffering discrimination and
inequality in the labour market.

Theme F
Supporting adaptability of firms and
employees o structural economic change and the
use of information technology and other new tech-
nologies.

EQUAL opportunities

Theme G
Reconciling family and professional life, as well as
the re-integration of men and women who have left
the labour market, by developing more flexible and
effective forms of work organisation and support
services.

Theme H

Promoting gender equality in the work place,
reducing gender gaps and supporting job desegre-
gation.

Asylum seekers

Theme |

Helping the integration of asylum seekers.
Depending on the official status of the asylum seeker
- an extremely complex area, with variations
between Member States — assistance may be for new
ways of helping access the labour market, or to pro-
vide training for unsuccessful asylum seekers prior to
their leaving the country.

14 E@UAL



Partnership Development Toolkit

Stages of the Project Cycle
Stage 2. ldentification (Actions O and 1]

The Identification Stage defines the problem(s), defines
who the stakeholders are and identifies a number of pos-
sible solutions. This stage is undertaken during Action O
and is to be revisited in Action 1, to ensure it is still valid.

A core team should be constituted, numbering 3-6 people,
composed of a small selection of stakeholders who them-
selves need to represent the different interest groups asso-
ciated with the problem/project as much as possible. The
job of this core team is to guide and develop the DP and
its projects during all the Actions and assist in the monitor-
ing and evaluation. They will also be responsible for
engaging with other stakeholders to involve them at
appropriate times during the project cycle.

Those to be involved, next to the core team, should include
both stakeholders who experience, and stakeholders who
cause, the problem, and others who are involved in the
particular area of concern.

At the end of this stage, there should be a clear list of
stakeholders, an understanding of the problems to be
addressed and a set of strategic objectives that are
appraised, with the appropriate options transferred to the
following Formulation stage.

Sequence of Activities

* Clarify the main area of concern
* Undertake stakeholder analysis

* Run workshop and conduct a Problem and Objective
Assessment

* Determine acceptable priority options
* Appraise the priority options

e List relevant existing initiatives/projects

Who should be involved?

All partners, disadvantaged, relevant mainstream organi-
sations, and others relevant to the problem area.

Exercises Records

1. Stakeholder Analysis Template 1. Stakeholder

Record

2. Problem and Objective
Assessment Template 2. Problems

and Objective Record

3. Priority Options

2.1. Stakeholders

A properly planned project, addressing the real needs of
those whom it is intended to benefit (the ‘disadvantaged’)
cannot be achieved without a full and accurate assessment
of the existing situation. In order to arrive at a true assess-
ment, it is essential that statistical evidence and individual
or group perception, while representing different realities,
are combined into a single image of reality. As an initial
step all relevant stakeholders must be identified, cate-
gorised and engaged to start building a common agree-
ment as to what is the problem and what is the acceptable
solution(s).

Stakeholders are defined as groups of people, individuals,
institutions, enterprises or government bodies that may
have a relationship with the DP. There are also differences
in the roles and responsibilities of all stakeholders, their
access to, and control over resources, and the part they
play in decision making. Inequalities between stakeholders
can hinder development of adequate solutions to problems
in the labour market. Unless these issues are addressed
properly they can damage the effectiveness and sustain-
ability of the DP’s activities and outcomes. Differences and
inequalities must be analysed and taken into account
when developing a DP.
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Stakeholder mapping

Once all the stakeholders involved in the DP have been
identified, they should be categorised in a primary, sec-
ondary and tertiary hierarchy. It then becomes easy to see
how each stakeholder should be involved and when. It is
evident from EQUAL DP evaluations that stakeholders’
participation is vital to the successful design and imple-
mentation of projects within the DP. We suggest that a
team of representative partners come together to map and
analyse the DP stakeholders.

One possible categorisation of stakeholders can be (there

are many different ways):

e Primary stakeholders are those whose interests
lie at the heart of the project. They include potential
mainstream providers, and the disadvantaged who
experience the problem that the projects are aiming to
solve and are usudlly users of services.

* Secondary stakeholders need to be involved if
the DP is to achieve its objectives. This group would
include statutory agencies (such as government depart-
ments), voluntary groups, private-sector organisations,
etc. These stakeholders are where the main support will
come from and usually where the main partners for the
DP can be identified.

e Tertiary stakeholders may not be too involved at
the beginning but may be important in the mainstrea-
ming. These will include policy makers, practitioners
and other organisations working with similar client
groups. Tertiary stakeholders may move up the hierar-
chy during a project as they become more important
and relevant as an initiative matures and its learning
becomes mainstreamed.

Stakeholder analysis

Once stakeholders have been identified and categorised
an analysis of how they might behave and be involved
should be undertaken. Below is a list of analytical ques-
tions which can help the team consider how and when to
involve particular stakeholders and which stakeholders
have the most to contribute and benefit from their involve-
ment in the potential project.
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Stakeholder Analysis

e What are the stakeholders’ expectations of the
DP (perception of the problem and its solution)?

e What benefits are the stakeholders likely to
receive?

e What resources can the stakeholder commit to
the DP2 What is its mandate?

* What interests does the stakeholder have which
may conflict with the DP2

* How does a stakeholder regard other categories
of stakeholders? (for example, is there a history
of animosity between particular stakeholders?)

* What other things do stakeholders think the
DP should do or not do?

Stakeholder recording

The results of the stakeholder mapping and qnq|ysis
should be recorded in a clear format that can be moni-
tored, up-dated and re-evaluated over the life of the proj-
ect. Template 1 Stakeholder Record is used to record this
information.

All subsequent steps in project development should refer to
the Stakeholder Record. When designing, monitoring or
evaluating a project the Stakeholder Record should be
revisited, as stakeholders’ circumstances will change over
time and their relationship to the project will also change.
The Monitoring column in the Stakeholder Record keeps a
log of how the stakeholders are engaged in the project.
The information will show where support is coming from,
where barriers exist, who are the hard to reach groups, what
method of communication works well with different groups,
how different stakeholder groups have responded to different
ways of working, and, in future projects, how best to design
for good working relations with stakeholders.

Template 1 - Stakeholder Record

It is the core team that should undertake a stakeholder
analysis around the problem that has been identified.
After the session the core team should record the stake-
holders on Template 1 and distribute this to all known
stakeholders for their comments and suggestions.
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Planned Actual
Who Why are they How are they When are they Monitoring
involved? involved? involved? How were they involved?

Primary Stakeholders

Secondary
Stakeholders

Tertiary Stakeholders

The stakeholder record analysis should be looked at regu-
larly by the core team to make sure that all stakeholders
are invited to participate at appropriate times in the DP
and to update the record if required.

A typical-agenda for the stake-
holder exercise.is as follows:
* Initial discussion about the key problem —

approx.10 min.
* Map all relevant stakeholders —

30 to 45 min.

* Andlyse their relationship to the problem —
30 to 45 min.

* Categorise and fill in the Stakeholder Record —
0 to 45 min.

2.2. Problem and Obijective
Assessment

The main reasons for undertaking the Problem and

Objective Assessment are to:

* Engage different stakeholders openly and honestly so
that they can easily participate as individuals within a
group

e Identify and analyse all the issues related to a particu-
lar key problem

* Create common ownership over the reasons for deve-

loping the DP

* Provide the justification and rationale for DP develop-
ment

* Identify partners and build partnerships.

The Problem and Objective Assessment is a single exercise
that can take one to three hours to complete, depending

on the level of detailed thought necessary. The importance
of this exercise is to engage with as many stakeholders as
possible and to draw out all their concerns, perceptions,
knowledge and ideas about what the problem is and what
are the acceptable solutions. The emphasis here is less on
the detail and more to do with engaging and creating a
sense of common ownership amongst stakeholders about
the prolo|ems and solutions.

The benefit of starting with the question ‘what is the prob-
lem” means that everyone can participate, the word ‘prob-
lem’ is unmistakable and everyone from a child to a sen-
ior executive can describe how they see the problem. It is
an engaging question.

The primary and secondary stakeholders, who have been
previously identified, should be invited to participate in
this exercise. The exercise works better if the workshop
facilitator is not involved in the issues under discussion but
is there solely to facilitate the process.

Problem Assessment

The Problem Assessment, the first part of the exercise,
identifies problems and brings together different people’s
perceptions into a single agreed set of related problems.
No problem exists by itself; it is always part of a cause and
effect chain of problems. If one identifies a problem
wrongly, the solution is also going to be wrong: that is why
problems must be expressed in concrete and factual ferms
and not in general and vague ferms. A problem is an
existing negative situation and should not be used to
describe the absence of a future desired situation. For
example, an existing negative situation can be ‘a person
does not have the necessary skills to get a job’. Whereas
the absence of a future desired situation can be ‘an
unskilled person needs to be trained to a particular level in
order to achieve a qualification’. The former is a real situ-
ation felt by both the unemployed and employer and can
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Stages of the Project Cycle

be realistically achieved, whereas the latter may be
desired, but is not necessary as a solution to the problem
and would take a lot more time and effort, and is reliant
on many high risk assumptions.

When undertaking the Problem and Objective Assessment
the level of detail developed needs to be balanced with the
need to involve participants fully, i.e. too much detail can
lead to some participants withdrawing from the exercise
and ownership of the conclusions. The facilitator has to
manage this balance of getting the detail and keeping par-
ticipants engaged. Later on, when transferring the objectives
to the project design stage, more details can be developed.

How to construct a Problem Assessment

* Before the workshop a gener0| prob|em or rationale

will have been identified.

At the workshop you should discuss the general pro-
blem with the participants and clarify it to make it rele-
vant fo the priorities and themes, for example, unemploy-
ment among a particular age group or gender group.

Once you have clarified the problem, write it on a card
and place it in the middle of the walll.

Give all the stakeholders cards of the same colour (yellow)
to write their own ideas on about the associated problems,
which either cause the key problem or are an effect (result)
of the key problem. Within any group different people will
see the same problem in different ways, so you should
encourage each person present fo say what they think.

The exercise captures all the different perceptions and
insights which you must include, as they form the basis of
understanding the whole problem. Try not to use the ferm
‘lack of..”. = try to describe the problem in ferms of how
it affects people. Use a short phrase. For example, instead
of using ‘lack of skills’, describe the problem in more
defails such as ‘existing skills don’t match employers’
needs’. If it is difficult to express a problem in concrefe
terms, try adding the specific target group to the problem
and in that way the problem will become specific.

e The workshop leader should then place all the cards on
the wall below or above the problem to create a hie-
rarchy of cause and effect. If it is a cause, it goes on
the level below, if it is an effect, it goes on the level
above and if it is not a cause or an effect, it goes on
the same level where it can create a new column of
causes or effects.

* The workshop leader should then create different verti-
cal columns of cause and effect problems by separa-
ting them into different target groups or technical
areas.

* The exercise is complete when the top of the problem
assessment could also be at the very bottom as the
main cause. A continuous negative cycle of cause and
effect is then revealed. At this stage you should confirm
that the original problem is still the key problem.
Review the hierarchies and try to put them into clear
cause-and-effect relationships before moving to the
next part of the exercise.

Not meeting employment
strategy objectives

Problem Assessment

4

Effect i
A Disabled people do not enter the
labour market in sufficient numbers
| |
Disabled people are not prepared Businesses rarely hire
to enter labour market disabled people
| [ [ |
. Litle support with - Businesses do not pay
Interpersonal skills do not ‘ childcare ’ High labour costs ’ attention fo social issues
meet the needs of the i |
labour market 3 o o "
High cost of facilities Businesses receive poor
| for disabled people support for disability
issues
Training provided does
not meet disabled
peoples’ needs
Cause
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For example, if the original problem is ‘Disabled people
do not enter the labour market in sufficient numbers’, a
cause might be ‘Businesses rarely hire disabled people’,
and an effect might be ‘Employment Strategy obijectives
are not being met’. Another problem is ‘Disabled people
are not prepared to enter the labour market’, which is nei-
ther a cause nor effect of ‘Businesses rarely hire disabled
people’ but is a cause of ‘Disabled people do not enter the
labour market in sufficient numbers’, so this problem goes
to one side and starts a new vertical column of problems.
There can be any number of vertical columns of problems.

If the problem assessment has many vertical columns, the
problem is usually quite complex. Also, if you find that the
vertical columns contain few problems, you can assume
that the group of stakeholders present is not very familiar
with the problem area under discussion and you might
need fo include additional stakeholders. A review of the
problem assessment may reveal a different key problem,
but this does not affect the validity of the current assess-
ment. Discussing the problem itself is important and can
lead to greater understanding of the issues surrounding it.

Objective Assessment

This continues on from the previous exercise and you
should do it at the same time with the same people. The
Problem Assessment identifies and organises problems
which you can then work with; the objective assessment
identifies and organises objectives in direct relation to the
problems. The exercise involves reformulating problems
info objectives. Obijectives are desired future situations,
they are not activities. Be careful not to write an activity.
An activity will use verbs such as ‘to improve’, ‘reduce’,
‘construct’ and so on. An objective is a description of what
it will be like once something has been improved, reduced,
constructed, and so on. When writing an objective it is

Problems Objectives

Disabled people do TO |Disabled people eager-
not enter the labour ly entering the labour
market in sufficient market

numbers

Businesses rarely hire | TO |Businesses regularly

hire people with dis-
abilities.

disabled people
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often simply a matter of turning the problem statement
around, or imagining a completely new situation as the
following examples show.

How to construct an Objective Assessment

* Give participants different colour cards (green).

* For every problem card (yellow) ask participants to
write an objective on a green card (use short phrases
to write objectives).

* Place the green cards on top of their corresponding
problem cards. This is a free-flowing exercise so parti-
cipants can write any objective for any problem. There
is no limit to the numbers of cards they can write. This
is done one problem card at a time, converting each
problem separately.

¢ If there are different objectives for a single problem, the
workshop leader must place all the objective cards on
top of the problem.

* Once all the problem cards are covered by objectives,
you should assess the hierarchy. From a cause-to-effect
hierarchy it should now have changed to a means-to-
an-end hierarchy.

e At this point assess if the means-to-an-end hierarchy is
practical. There may be gaps or you may need to reor-
ganise the objectives to make the logic hierarchical. As
you sort through the hierarchy, it is essential that you
do not lose sight of the original problem as this repre-
sents the reason why stakeholders are engaging in this
process.

e ltis likely that the Objective Assessment will be more or
less logical at the end of the exercise. If you cannot
convert some problems into objectives, it is likely that
the problem is too general or unclear and you will
need fo re-state it to clarify the issue.

* The problem cycle will have now changed into a cycle
of objectives.

* The exercise is complete when the top of the Objective
Assessment could also be at the very bottom as the
main means. A continuous positive cycle of means to
end is then revealed. At this stage you should confirm
that the original problem is still the key objective.
Review the hierarchies and try to put them into clear
means to end relationships before moving to the next
part of the exercise. As mentioned earlier, the level of
detail and care taken will depend on the participants’
willingness to engage at this stage.

E®UAL 19



Stages of the Project Cycle

Objective Assessment

End (

Employment strategies

being met ’

Disabled people eagerly entering the
labour market

|
Disabled people readily applying for
jobs
| |
(Support with child-]

care in place

Disabled people feel
confident of their
interpersonal skills

Training specifically
designed fo meet the
needs of people with

disability

Means

|

Businesses regularly hire

people with disabilities

[ [

Labour costs for peo- Businesses recognise and

ple with disability are respond to social issues

no more than for [
anyone else Quality support is provid-
| ed to businesses for

disability issues

Financial support for
disabled facilities is
provided

Priority Options

Selecting the Priority Options is the final part of the
Problem and Objective Assessment exercise. This part of
the exercise will help to make decisions about the
project(s) the DP wants to carry out in Action 2 and 3. At
this stage you will have formed columns of objectives and
each column will reflect either a different group of stake-
holders or a different technical area of expertise. The
columns represent different parts and solutions to the same
problem. Each column has the potential to become a proj-
ect component or even an individual project in itself.

The columns represent different technical sets of objectives
that are required to achieve the project purpose. The
group must assess these columns strategically in terms of
the type of expertise required, length of time needed to put
in place, type of budget requirement and the range of
stakeholders involved. The similarity or difference will help
to determine if they should be one project or more than
one. It is better to err on the side of caution and develop,
within the DPs, smaller, more manageable projects rather
than large and complex ones.
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Sometimes it becomes clear that to solve the problem all the
columns must be developed into projects and that these proj-
ects will have to be carried at the same time. Obviously, if
there are existing projects that already cover the area within
a column the group should treat them as partner projects and
not duplicate them. Once the group has identified the verti-
cal priorities and grouped them they will need to decide
which of the priorities they will carry out.

How to choose the Priority Options

* Cut the vertical hierarchical obijectives into three and
label each section ‘Impact’, ‘DP Result’, and ‘Outputs’
as in the diagram below. Against these levels you can
move the obijectives up and down until you feel that
they are at a realistic level of achievement.

* Check that the columns are all relevant to solving the
key problem.

* Identify columns that are already being dealt with in
existing or planned projects. The group should then see
these as partners in solving the key problem.
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Priority Options

Impact (

Employment strategies

being met

DP Result ‘

Disabled people eagerly entering the
labour market

1
Disabled people readily applying for
jobs
| |

Support with
childcare in place

Disabled people feel con-
fident of their
interpersonal skills

Training specifically
designed fo meet the
needs of people with

disability

Outputs

(Businesses regularly hireJ

people with disabilities
| [

N

4 2\
Businesses recognise and

Labour costs for peo- gnis
respond fo social issues

ple with disability are | {_

no more than for p | .
Quality support to busi-
nesses about disability is

anyone else

I provided

Financial support for | \ J
disabled facilities

e Identify those columns that cannot be dealt with
through the programme, such as national policy issues.

* Assess the columns that remain to identify potential pro-
jects that can be done together, as an operational stra-
tegy, within a DP or that need to be done as projects
external to the DP. You should do this through discussion.

In the diagram hereunder a vertical strategy has been

shaded.

To finalise this exercise you can use dot voting; dot voting is
when people are given a marker pen and they are allowed
to make a number of dots (depending on the number of
people participating) against the options they wish to vote
for. The column or objective with the highest number of dots
is the priority of participants. Further discussion will reveal
the implicit criteria participants used to cast their vote.

At the end of the Problems and Obijectives Assessment
exercise a number of Priority Options will have been devel-
oped and prioritised. These must be recorded in the
Template 2 Problems and Objectives Record and kept in the
project document file.

The key questions to use when
appraising the Priority Options are:

*  What is likely to solve the problem?

* Can the key problem be solved by one or two
projects or is it necessary to put in place a paral-
lel set of projects all focusing on the key pro-
blem?

* What other projects/initiatives are planned or
being implemented?

e What is achievable?
*  What is acceptable to the disadvantaged?
e What resources are available?

e What can be mainstreamed?

E®UAL

21



Stages of the Project Cycle

Template 2 - Problems and Objectives
Record

What are the problems? | What are the acceptable
solutions?

Effect — Broad Problems Impact

Key Problem DP Result

Causes — Detailed Outputs

Problems

Briefly describe the key problem to be addressed in one
or two sentences

The Problems and Objective exercise can be used in dif-
ferent ways. If you start with the broad problem, say ‘high
level of unemployment in X town’ the result will be broad
and strategic. If however, you start with a narrow focused
problem, say ‘high level of unemployment amongst 16 to
20 year old females in X town’ the result will be specific
and the project focused. The way you describe the starting
problems determines the results thereafter. DPs, involving
many different partners, are an excellent tool to tackle
problems of a more strategic nature.

In some circumstances it is not advisable to bring all stake-
holders together at the same time; for example, young
people tend to take the exercise more seriously and will
fully engage if no adults are around. Or, for example, it
may be necessary fo undertake the exercise in different
locations, for example if working with prisoners. The way
to do this is to always start with exactly the same starter
problem for each group and then bring together the differ-
ent columns at the end.

It is important to write up the exercise as it is displayed on
the wall or flipchart; this exercise can also be undertaken
electronically which will automatically save the exercise.
When writing up the exercise care should be taken to pre-
serve the words and terms used and not to professionalise
them into funding jargon. It will strengthen the sense of
ownership by stakeholders if they can identify the words
and terms they used.

The core team should manage the Problems and
Objectives exercise. They should decide who will facilitate
the exercise and prepare the venue and material for a
broader range of stakeholders that are to be invited. Prior
to the exercise the core team might consider how to phrase

2 E®@UAL

the initial problem as a starting point for the exercise and
be responsible for copying, printing and distributing the
results of the exercise.

A typical agenda for the Problem and
Objective Assessment exercise is as
follows:

* Initial discussion about 15 to 30 min.
the key problem -

* Problem Assessment — 45 to 60 min.

e Objective Assessment — 30 to 60 min.

* Priority Options — 30 to 60 min.
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Stages of the Project Cycle
Stage 3. Formulation (Actions O and 1)

The Formulation Stage is when the Logical Framework is
used as the project design tool to fest the feasibility of the
Priority Options. This stage is to be executed partly in Action
0 (a quick review of objectives and assumptions) and fo be
developed in-depth during Action 1. A small team from the
partnership will have to be appointed, comprising relevant
stakeholders, to design the projects the DP is to manage. The
first task is fo transfer the set of objectives from the priority
option from the previous stage, the identification stage. Using
the Logical Framework, the objectives will be structured in a
hierarchy against which the assumptions will be tested and
indicators and evidence will be designed. Once the Logical
Framework is complete, the project proposal is prepared

with a budget and an Activity Plan.

Sequence of Activities

e Transfer the set of objectives into the Logical Framework
* Develop the objectives and assumptions

* Appraise the relationship between the two columns and
amend where necessary

* Prepare indicators and evidence

* Appraise environmental, social, gender, faith and race
issues and review progress fo date

e Complete the Logical Framework with activities, budgets
and other inputs

* Prepare the budget
* Bring together all the previous stages and write the DPA

* Review how the DP will be implemented.

Who should be involved?

A smaller team of partners and mainstream organisations
and relevant disadvantaged people. This group should
have been involved in the previous problems and objec-
tives exercise and be representative of the larger group.

Exercises Records

1. Prepare the Logical Template 3. Logical

Framework Framework Record
2. Prepare and write the Template 4. Mainstream
DPA/MPA Test Framework

3. Prepare the Activity Plan
4. Prepare the Budget

Template 5. Budget Plan

3.1. Preparing the Logical
Framework

The Logical Framework is the main tool used within the
remaining project cycle stages. It will be used for design-
ing, implementing and evaluating projects. In particular,
it must be seen as a dynamic tool, which will be used to
re-assess and revise the projects as they develop and as
circumstances change during project implementation. The
Logical Framework enables the design of a project to be
linked with the initial identification of the problem and
with clear and sustainable objectives. Project design is
based on a participative process of building up informa-
tion and testing the links between one set of information
and another.

The Logical Framework has four columns and four rows
and is completed in the order below. You write brief
descriptions in each box and then fest the logical relation-
ship between the statements. You may have to re-write the
boxes a number of times to get the logical relationship
right. It is an iterative process and it may be required that
the core team go through the process a number of times.
The core team might need to invite specialist technical peo-
ple to assist in the design of the Logical Framework. The
benefit of using a matrix is that it is visible and helps
groups of people to discuss and think through all the impli-
cations of a project ideq; it is particularly suited to partic-
ipative ways of planning and decision-making.

The structure of the Logical Framework forces the core

team to:

e Identify the critical assumptions/risks that may affect
project feasibility; and

e Specify the indicators and evidence of information that will
be used to plan the details and monitor implementation.

It is important to distinguish between the design of a proj-
ect and the writing of a proposal; they are very different
processes. The Logical Framework is used to design proj-
ects — only when the design is complete and agreed should
a proposal be written. The requirement of the Logical
Framework is that sufficient time and resources are allo-
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Stages of the Project Cycle

cated to the design stage in order to enable the project to
fit with the unique social, cultural and physical environ-
ment of the disadvantaged. It is important to recognise
that, although the problem and the solution may be com-
mon, the disadvantaged peoples’ relationships, values
and history are unique.

The completed Logical Framework is used as the basis of
terms of reference for job descriptions and commissioning
work, for monitoring planned and actual work, making
changes to the projects during implementation if required,
and finally for the evaluation of the projects.

Below is a diagram of the Logical Framework, the numbers
refer to the sequence for filling it in.

Logical Framework

Objectives Indicator ~ Evidence Assumptions

impoct [N [ZENN e

op e NN IS IO NG

Ouputs NS [T 20N S

achiies | NNV NNV IS EN
Pre-condifions [

Sequence for filling in the Logical
Framework

* The Obsjectives Column is filled in first by working verti-
cally from the top to the bottom filling in boxes 1, 2 and
3. Activities are not filled in until the end. This information
comes from the priority options. The logic of the Objective
Column is that if an Activity is undertaken an Output is
achieved, then a DP Result is realised and a contribution
to the Impact is assured.

* The Assumptions column is filled in second by working
vertically from the bottom (pre-conditions) to the top (DP
Result) filling in boxes 4, 5 and 6. The relationships bet-
ween the Objectives and the Assumptions are tested for
the level of risk. The Assumptions column in the matrix
includes the external factors that affect the project’s suc-
cess, but are outside the control of the project and tests
them against the logic of the objectives.
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¢ The second and third columns (Indicators and Evidence)
then need to be filled in horizontally establishing the basis
for measuring the effectiveness and clarity of the objecti-
ves. Fill in boxes 7 and 8, 9 and 10, and 11 and 12.

* The Activity row is always filled in after all the other com-
ponents have been filled in and agreed, boxes 13, 14,
15 and 16. This is to ensure that the objectives, and not
the activities, lead the DP. The activities should be subor-
dinate and flexible to the objectives and are always des-
cribed as ways of achieving the objectives.

The core team, and any invited specialists, need to bring
the results of the Problems and Objectives exercise toge-
ther to inform the Logical Framework. The core team can
expect to spend two half days and will, most likely, need
to undertake a bit of research/investigation during the
development of the Logical Framework.

A typical agenda for filling in the
Logical Framework exercise is as
follows:

e Transferring objectives from the Problem and
Obijective exercise to the Logical Framework —
45 to 90 mins

* Identify and write assumptions —
30 to 60 mins

* Identify assumptions that need further investigation —
30 to 45 mins

e Identify assumptions that can be moved to objecti-

ves and complete this design of objectives —
30 to 60 mins

TAKE A BREAK FOR A WEEK OR TWO to have time
to think about the design so far and to undertake any
identified investigations.

* Review and amend objectives and assumptions —
30 to 60 mins

* Fill in the Indicators for each Output and the DP Result -
60 to 120 mins

* Fill in the Evidence column against each Indicator —
30 to 60 mins

* Develop activities and list them in the Logical
Framework —

60 to 120 mins




3.2. Obijectives column

Transfer the objectives into the Logical Framework from the
chosen Priority Option. The process of transferring objec-
tives from the Obijective Assessment to the Logical
Framework is done differently for each level of objective.
While it will be necessary to change the phrasing of the
statements, try to maintain the actual words used by the
participants so that these are recognisable by them later in
the final proposal. This is described for each level of the
objectives below. The objectives, once transferred, may
need moving up or down the column fo fit in with the lev-
els of objectives as described below.

Partnership Development Toolkit

met

Objective Transferring | Logical Framework
Assessment

Employment Work opportunities for
strategies being | = | people with disabilities

are greater than the
number of people with
disabilities seeking
work.

Impact E '..F-‘.Jlﬂ' wanl strofegies
being met
T
Disabled peaple eogerly entering the
DP Result labeur markat
Disobled people readily opphying for Businesses requlorly hire
jobs people with disabilities

Priority Options

i
o=

Logical Framework

Trining specificolly
designad lo meet the

Support with e Businesses recognise and
Disobled pecple feel con- | | chideore in ploce | | o ot dackiber cre | | 28004 o sociel issues
}idﬂ!’l' rl' ’hFll o : g l-‘r v
rierpersonal skills e enh

ol else

Financial suppart kar
d.sobled focilites

|
Cluolity suppart 1o bus- *

nesses about disability is
provided

needs of pecple with

Outputs dhsability

Levels of objectives

Impact

This describes the theme, policy, criteria or local issue, in
conjunction with Member States’ priorities, to which the DP
will contribute. The DP will contribute to the Impact but not
achieve it alone: other inputs and initiatives will also con-
tribute to the same level objective.

Transferring the Impact Level Objective

To transfer the impact objectives from the Priority Option
to the Logical Framework, identify the key objectives at the
top of the Objective Assessment and summarise into a sin-
gle impact objective. This might mean that some statements
in the Priority Option will not be used as it will be too
broad. It is written as a strategic statement that the project
contributes to, and when fully achieved will sustain the
long term benefits of the DP.

DP Result

This describes what it will be like when the solution to the
problem has been achieved. This should relate directly to the
core problem that has been identified in the Problem
Assessment. It is at the DP result level that project success or
failure is measured; and where you define the central objec-
tives in ferms of the sustainable flow of benefits to be expe-
rienced by the disadvantaged. The DP result can only be
achieved by the disadvantaged making use of the outputs
provided. It should therefore not describe the delivery of the
outputs, but the change of behaviour as a result of the use
of the outputs; the discldvqntcxged are, for exqmp|e, qpp|y-
ing for jobs whereas before they were not. One way to look
at the DP result is as the ‘return on social investment’ that the
funder gets for their financial support. This is written as a
statement of what it will be like when the outputs have been
utilised and benefit gained by the disadvantaged.
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If there is one DP result with a clear focus, success is more
achievable. When writing the DP result, try to include three
key points in the description, especially when describing
the benefits that will have to provide sufficient incentive to
affect a change of behaviour.

DP Result - Key points

o Describe what it will be like once the services are

Objective Transferring | Logical Framework
Assessment
1. Businesses 1. Businesses regularly
regularly hire people with
hire people | =0 disabilities.
with
disabilities 2. Businesses have

recognised and put

2. Businesses in place the neces-

el recognise sary facilities and
) ' and respond employment condi-
® Describe the flow of benefits - i .
to social tions to recruit peo-
® Describe the change in the behaviour or perfor- - ple with disabilities.
mance of disadvantaged
Transferring the DP Result Level Objective Activities

To transfer the DP result level objective to the Logical
Framework it will be necessary to fill out the statement,
either by elaborating it and/or by including lower and
higher level objectives into the statement.

Objective Transferring | Logical Framework

Assessment

Disabled people People with physical

eagerly entering disabilities are able to

the labour find work and are

market enjoying the working
environment.

Outputs

This describes delivered outputs (in terms of services and
facilities) that the DP provides. These are written in the past
tense as having been received by the disadvantaged.
There will be a number of outputs. The Outputs describe
the completed activities that the project manages. They
should address the lower level of causes in the Problem
Assessment and should reflect the relevance of the issues
in the Objective Assessment. Each output will be the con-
sequence of a series of activities.

Transferring the Output Level Objectives

To transfer the output level objectives to the Logical
Framework each output is re-written as a statement of a
completed set of activities. It will describe what it will be
like when the activities have been completed; it clearly
describes something that can be measured.
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This describes the services and facilities that the DP deliv-
ers. These are written as actions to be done with active
verbs, such as ‘prepare, construct, design...”. These were
not in the Objectives Assessment and will be developed as
a consequence of filling in the Logical Framework. The
Activity box is not filled in until all the other boxes have
been completed and agreed. Activities should support the
objectives, especially the outputs, and be flexible. When it
comes to the implementation of the project, the focus
should always be on the DP result and outputs. The man-
agement of the DP should always be in a position to
change the activities to best achieve outputs and the DP
result.

Check the linkages

The key to designing good projects is to make sure that
each level directly links with and achieves the higher level.
Sometimes the linkage is not strong enough, in which case
one or other of the objectives needs to be changed. Often
higher objectives are too ambitious and the link between
outputs and DP result is not realistic. Before moving to the
next column test the logic of what you have established so
far. List the outputs in order of implementation; the order
goes from bottom to top. This gives a clear sequence to test
that the outputs can achieve the DP result. Sometimes new
outputs may need to be added or existing outputs deleted,
the important thing is to make it realistic and workable. As
the links between levels are strengthened, through the
process of discussion and review, so the project design will
be improved.



3.3. Assumptions column

Every DP is influenced and affected by external factors that
represent the risks to the projects. Assumptions are exter-
nal factors outside the DP’s control but which have an
impact on the project’s performance. An Assumption is a
positive way of describing a risk and a risk is a negative
way of describing an Assumption.

Assumptions are usually progressively identified during
the problem analysis and building the project design. The
analysis of stakeholders, problems, objectives and priori-
ties will have highlighted a number of issues, (i.e. policy,
technical, social, environmental, etc.) that will impact on
the DP.

Assumptions are especially important between the outputs
and DP result level and describe what must happen, in
addition to the stated objectives, in order to achieve the DP
result. They describe positive contributions such as physi-
cal resources, policy initiatives, relevance to the aftitudes
of the disadvantaged, etc.

Not all objectives have assumptions attached, but if they
do they must be included and assessed in the project
design, and some obijectives can have more than one
Assumption.

Assumptions can be perceived as either positive or nega-
tive, but for the purpose of including them in the Logical
Framework they should be expressed in the positive ‘as a
desired situation’. For example, if there is a risk of an
employer not co-operating with the project objective it is
better to write it as an Assumption ‘the employer will co-
operate by the end of the year’. This positive way to
express external conditions makes it much easier to moni-
tor their realisation when the project is carried out.

Filling in the Assumptions column:

1. Start from the bottom and work vertically upwards to
reflect the order of implementation.

2. The pre-condition is the first assumption you should pre-
pare. A pre-condition is usually a policy that needs to
be in place or an agreement by a major contributor to
the DP. A pre-condition may be flagged up earlier on in
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the activity design and, after some investigation and
negotiation, no longer be necessary — you can then
remove it. If, however, the Precondition still remains
when you have finished completing the Logical
Framework then it shows a high level of risk and ideal-
ly the DP should not start any activity until that pre-con-
dition has been met.

3. There are no assumptions against Activities.

4. Assumptions against each output and DP result are
identified by asking ‘what can go wrong?'. They can
also be derived from the objective assessment, where
parts of the assessment that the DP is not dealing with

in the project may be necessary to reach an objective.

5. There is no assumption against overall outcome.

How Assumptions affect objectives

Logical Framework

When all assumptions have been identified and assigned
to an output or DP result then they should be assessed for
their effect on a project.
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Is the external factor
important

’ °

T

( Will it happen?

Almost
Certainly

|

Do not include in
the logframe

Likely

Include as an ’

Y

assumption

Is it possible to redesign
the project in order to

Unlikely

Redesign the project:
add activities or outputs;
or reformulate DP result

Y

influence the external
factore

The project is not techni-
cally feasible. Must be
transformed into an
acceptable assumption

The way to assess if an Assumption is important is to
analyse the level of uncertainty between each level of
objective and to look for external conditions that need to
be met in order to achieve the stated objective.

* s the Assumption important?
*  What is the likelihood of it being realised?

e Can the project strategy be modified such that the
assumption is no longer needed?

Assess the important Assumptions in the
following way:

1. Does the DP need to carry out further investigation to
answer the implied question in the Assumption2 If the
investigation has a positive outcome remove the
Assumption, if research shows a negative outcome
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the DP will have to leave the Assumption in the frame-
work or convert it fo an output or activity.

2. Can the Assumption be converted into an output or an
activity (or both) in order to provide a more comprehen-
sive design and reduce how much the DP relies on
external contributions? If yes, remove the Assumption
and build in a new output and activity (or both).
Sometimes it is possible to strengthen an output but it is
still necessary to keep the Assumption.

3. I it is not possible to do either of the above, the DP will
have to leave the Assumptions in place.

This process will identify all Assumptions including those
that can be removed. The remaining Assumptions repre-
sent the level of risk during the DP’s project. Ask if the level
of risk is occeptqb|e? If so then continue, if, however,



the risk is considered too high then the project should be
stopped at this stage. The important point is to make sure
that Assumptions are assessed early on in the project
design and not left until project implementation when it is
often too late to make necessary changes.

3.4. Appraise the design logic

Having established the Objectives (first column) and the
Assumptions (fourth column), and before moving on to the
two middle columns, Indicators and Evidence, review the
two columns and their relationships, both vertically in the
Objectives column and horizontally between Obijectives
and Assumptions. It is an important fact that many DPs fail
because they are too ambitious. The test here is to ask the
question ‘is it realistic and does the logic hold true?’

3.5. Indicators column

For each objective, from the Impact to the Outputs, there
must be an Indicator. An Indicator must be objectively veri-
fiable and define an objective in a concrete and measura-
ble way. This forms the basis of the DP monitoring and eval-
uation system. Indicators should include a measure of quan-
tity, quality, time, target group and sometimes location.

How to Define Indicators

* Quantity how many/much?
e Time when?

* Quality how good?

* Target group who?

* Location where?

Indicators for initiatives are used to manage and measure
performance during implementation and to provide the
basis for the final conclusions and lessons learnt. They can
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be used to aggregate the performance of a number of the

DPs efforts.

Defining Indicators for the first time is especially difficult,
but once people have done it and measured the Outputs,
through a p|cmneo| and actual assessment, it becomes eas-
ier. It is a bit like financial monitoring; the more you do it
the more you do it well. Indicators must not be rigid; they
are baseline targets and may well need changing in the
light of actual implementation. But once set, indicators
show where change has taken place.

Indicators, if designed well, will give the DP a high level of
detail. For example, when discussing the disadvantaged,
indicators should not talk of people, but talk of men and
women, young and old, ethnicity, disability, employed or
unemployed, efc. In this way indicators will design in *hard
to reach groups’ and identify the type of staff required to
represent the target group the DP is planning to work with.
Indicators will also inform the management style, staffing
requirements and the overall arrangements for implement-
ing the project because the indicators explain the type of
people involved (their gender, age, ethnicity, religion, efc.)
that the DP will have to work with.

Indicators can also be used when carrying out the DP
work, to monitor the progress and plans of the DP, and as
part of the final evaluation. The preparation of clear and
measurable Indicators is the most important part of estab-
lishing a monitoring system. The levels of Indicators must
measure and match the levels of objectives.

The Indicator is one of the stepping-stones used to manage
the link between the levels of objectives in the Logical
Framework. Each objective in the hierarchy is a milestone,
a statement of what is planned at that stage, while an
Indicator defines an objective in a concrete way and
explains the ‘who’, ‘when’, how many’ and to ‘what qual-
ity’, and links one objective to a higher level objective. For
example, if the activity is to ‘provide training’ and the
Indicators explain the number of people planned to attend
and the level of skill expected to have been reached, then
the output, ‘people skilled’, will inform on the number of
people and level reached of those who might now move to
the higher level of Output ‘people in work’.
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Levels of indicators

Objectives

Indicators

Impact

Example: Contribution to
full employment

Measure the contribution
made towards higher
goals

Example: Reduction of the
number of unemployed

DP Result

Example: Skilled people
get a job

Measure flow of benefits
to and change of behav-
iour/performance of tar-
get group

Example: 10 people in
quality jobs by 2009

Outputs

Example: People trained
and skilled in work

Measure the use of the
services/products
provided

Example: 10 people
achieved Level 3 in work

skills by 2008

Activities

Example: Provide training

Measure detailed targets
and progress points in the
milestones

Example: 10 people
attended by 2007

the SMART test

to be achieved

Good indicators should conform to

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

Timely to know when something can be expected

Activity Indicators are not included in the Logical
Framework. The convention is to list the cost as a budget
line for each Activity in the Indicator column and the
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sources of funds in the Evidence column. The total of all
the activity budgets will equal the total cost of the DP. At
this stage it is only an approximate cost but it is helpful to
show the type of cost for the proposed DP to assist in iden-
tifying possible sources of funds. Where there is likely to
be more than one funder it is usual to describe the differ-
ent funders against the budget in the Evidence column.

The Activity Plan will provide all the necessary detailed
information about targets and milestones. In the Budget
Plan more information will be given about the expenditure
on activities and there will also be a schedule of funds
payment.

When describing the qualitative aspect of an Indicator, it
is important to incorporate the views and perceptions of
the disadvantaged, as quality is often a subjective value
and what may be quality to one person may not be for
another person. For example, the government department
administering EQUAL may like to see levels of qualifica-
tions gained within a project as a quality mark, whereas
the unemployed may prefer an indicator specifying the
number of people employed at a certain level of salary as
a quality mark.

3.6. Evidence column

Each Indicator must be supported by Evidence. This will
describe where the information will come from so the DP
can monitor the Indicator and who will be responsible for
generating the information on a regular basis. It should
also include when the information will be available so that
management can monitor the progress of the objective at
the stated time; and it should describe the method of col-
lecting the information. This information will be used to
verify the Indicator and be included in the column next to
each Indicator.

Evidence will mostly come from existing DPs management
records, but sometime evidence collection may add an
extra activity to the DP, for example, if the source of evi-
dence is a survey 6 months after the DP is completed then
the survey will need to be put into the DP design as an
activity with a budget.



When preparing sources of Evidence, the key questions to
ask are:

Evidence Questions

A Can the Indicator be measured at reasonable
cost by existing sources or by procedures to be
developed as part of the projecte

A Is the responsibility for gathering data clearly
assigned?

QA Can the information gathered be easily used to
monitor and evaluate the project at the planned
times?

2 Does the information gathered relate to the state-
ments made in the corresponding Indicator
column?

Q If additional procedures are required do they
include information on cost?

Q If extra procedures are required is the cost
acceptable?

Before you move on to the Activities, the Logical
Framework will need to be assessed for the logical rela-
tionships between the vertical and horizontal boxes.

3.7. Activities

There are, at this stage, three sources of Activities: some
from the Assumptions,‘ some from the sources of Evidence,‘
and most from the Outputs. Activities that originate from
analysis of the Assumptions should be entered into the
Activity column of Logical Framework and liked to the rel-
evant Output.

Activities that come from the sources of Evidence, such as
to undertake a survey to collect data to monitor the use of
a service among households are also linked to the relevant
Output. However, most of the Activities will be designed in
the Logical Framework to achieve the Outputs and you
should reference them to make clear which Activities relate
to which Output. The Activities should be written down as
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actions fo be achieved. If, for example, the Output is to
establish a ‘loan guarantee for entrepreneurs’, the
Activities, for example, would be to: * 1. Define the policy
of the loan, 2. Negotiate with a local bank for them to man-
age the loan, and 3. Put in place the funds and systems and
provide the information on how to access the loan’.

Once all the Activities have been written down and refer-
enced to Outputs, you should assign a draft budget to
each activity, or set of activities, in the Indicator column.
The total budget amount will be approximate and is just an
indication of the cost of the DP. In the third column
(Evidence), write the source of funds or in-kind support
that the DP expects to receive — and, if it is appropriate,
assign dates against the budget, so the DP will know when
it expect the funds to be paid. This will provide a funds
payment schedule when the DP is putting its activities into
place. This will complete the Logical Framework.

As a genero| rule, it is best to reference all the statements
in the Logical Framework starting from the Objective col-
umn across to the Assumptions column. This makes it clear
which statement in one box relates to another statement in
another box. Once the Logical Framework has been com-
pleted it should be written up on Template 3 Logical
Framework.
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Template 3 - Logical Framework Record (example based on UK case)

Objectives

Indicators

Evidence

Assumptions

people with disabilities

2. Businesses have recog-
nised and put in place
the necessary facilities
and employment condi-
tions to recruit people
with disabilities

3. Businesses are receiving
and using support
offered by the
Employment Agencies to
put in place suitable dis-
ability access facilities
and conditions of
employment

nesses are able fo hire
people with disabilities
by 2008

2. 65% of business in city
x have registered with
the local Employment
Agencies for disability
access status by 2007

3. 35% of businesses in
city x have made use of
the disability access
status support by 2007

Commerce and
local employment
agencies annual
records

2. Register of disabili-
ty access status with
local employment
agencies

3. Register of disabili-
ty access status with
local employment
agencies

Impact Work opportunities for peo- | 80% of companies have | DTl company survey
ple with disabilities are disabled facilities and are
greater than the number of | recruiting disabled people
people with disabilities by the 2010
seeking work
The number of job vacan- | Employment agencies
cies is greater than the survey
number of disabled peo-
ple seeking work by 2010
DP People with physical dis- | By 2009 all people with | Employment agency | People with disabili-
Result abilities are able to find physical disabilities who | annual survey ties register with the
work and are enjoying the |live in city x and who are employment
working environment seeking work can find agencies
work
Outputs | 1. Businesses regularly hire | 1. In city x, 65% of busi- | 1. Chamber of 1. People with dis-

abilities are keen
to be employed

2. Businesses trust
the disability
access status as a
quality mark that
they will benefit
from

3. Businesses have
the fime o register

3.1. The employment
agencies don't
make accessing
the support
bureaucratic
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Objectives

Indicators
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Evidence

Assumptions

Activities

1.1.

1.2.

2.1.

2.2.

2.3.

3.1.

3.2

Businesses are specifying
in their recruitment
advertisements the dis-
ability access status
(DAS)

Businesses are using the
Disability Access Status
(DAS) symbol

The employment agen-
cies promote the DAS
support

The employment agen-
cies provide DAS training
and in-house advice

The businesses are
accessing financial sup-
port to put in place
physical access facilities

The employment agencies
provide practical support
to businesses fo put in
place the physical and
organisational facilities

The employment agen-
cies develop the DAS
support mechanisms that
include both the condi-
tions of disability employ-
ment and the physical
access conditions

Budget
€ 000

€000

€000

Source of funds
1. Own funds

Department for
Work and Pensions

Department for
Education and Skills

European Social Fund

Start dates
1. 2007

2. 2006

3. 2005

Precondition
Local employment
agencies sign up
to the initiative
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3.8. Appraise the Logical
Framework

At this point, before moving on to preparing a full DP pro-
posal it is important to check the feasibility of the proposed
DP to date. By assessing the quality of DP design, you will

be able to identify inconsistencies in the logic, gaps in
information and other problems with the potential DP.
There are two ways of appraising the Logical Framework,
one is fo check the vertical and horizontal logic and the
second is to check the quality of the process. To check the
logic, appraise the Objectives from bottom to top in the
following manner:

1. If activities are delivered

3. If Outputs are received

2. Then Outputs will be received

6. Then the project will contribute
towards Impact

5. If DP Result is achieved

4. Then DP Result is achieved

You should then appraise the relationship between the
Outputs and the Assumptions and decide if the Assumptions
are likely to happen? Finally appraise the Indicators against
the DP Result and Outputs, do they state quantity, quality,
time and target group clearly and realistically?

The core team should spend about an hour appraising the
Logical Framework and making sure the logic and rela-
tionships are robust and realistic.

3.9. Mainstreaming
Framework

One of the major tasks of the Programme, Action 3, is to
test a DP’s ability to mainstream what has been learned in
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terms of its Activities, Outputs and DP Result. There are
three main areas that might fall within mainstreaming tar-
gets: changes in policy, legislation and/or adoption of
best practice.

Mainstreaming policy (in terms of orientations, objectives,
targets) may develop at all levels and all sizes of public
and private organisations. It need not be too comprehen-
sive nor cover everything; effective policy change might
well be quite limited and focused to be of benefit. In
designing policy mainstreaming targets the DP might con-
sider the actions that need to be undertaken by the DP
mainly in the field of lobbying and promotion.

Mainstreaming legislation, of course, affects national gov-
ernment and is likely to involve political as well as govern-
ment departments bodies. In designing mainstream targets



the DP might consider the partners who have the right con-
nections and the time it takes to initiate and complete the
passage of legislative change.

Mainstreaming best practice can be scaled up and down
to suit the environment in which the DP operates. Best
practice can be applied to very small or large organisa-
tions, within the same sector or outside it, but the scale is
likely to affect the method of mainstreaming used and the
type of targets that are set.

Rather than mainstream at the end of project, the DP can
use the Mainstreaming Framework to start ensuring and
assessing the DP’s likely mainstream potential at the begin-
ning. The DP should develop Action 3 at the same time as
Action 2. As the evidence from the first round showed,
unless the DP considers the mainstreaming in the design
stage, there is a danger that the successful results of the
DP’s activities will not be appropriate for mainstreaming.
The mainstreaming framework is a matrix modelled on the
logical framework, which links with the structure of the
DP's objectives.
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The mainstreaming framework allows you to consider each
Output and its related Activities in relation to their potential
mainstream application. You should design it alongside the
Logical Framework. DP’s projects in terms of developing and
festing new solutions are monitored within the Logical
Framework and the mainstreaming framework is used to
monitor the potential application of the learning derived
from the DP’s projects to mainstream providers.

Below is an example of how fo think beyond the project to
how it might be tested for mainstreaming. For each level of
the Logical Framework there are parallel objectives, one for
the project itself and one for the mainstream application.

The DP core team should decide who should apply the
mainstreaming framework and how often. They could
employ an outside evaluator or the partners could manage
it internally. There is a direct relationship between monitor-
ing the DP and carrying out mainstreaming and these two
should work in parallel with each other. Both need review-
ing regularly and both will contribute equally to the final
conclusions in evaluation.

Example of mainstreaming objectives vs standard project objectives

Impact

Mainstreaming: ... more than with current

practices/policies/legislation

Results

Mainstreaming: Current practice or lack of practice replaced by
> | better practice at (trans)national level = improved effectiveness

and efficiency of other organisations

Monitoring project: Number of trained people in work by date

Outputs

Mainstreaming: Other organisations/actors have learned how to improve their

current practice/policy/legislation
Monitoring project: Number of people trained fo Y level

Activities

Mainstreaming: Draw conclusions on the test practices (is it a better way to decrease dis-
crimination in terms of effectiveness/efficiency? Does it have EU wide Does it have EU
wide potential? (= self-evaluation based on the logframe) and communicate
Monitoring project: Deliver x number of training sessions
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Template 4 - Mainstreaming framework
How to fill in the Mainstreaming framework

Planned Actual

Objectives |Who? What? How? Validation

Potential mainstreaming | Categories might include: | Role of mainstreaming | Actual results of
partners * Policy partners the transferability
* legislation of project objec-
tives to main-
stream partners
as practice, legis-
lation or policy

® Best practice

Output 1 e Type of involvement | e Did it happen?
anc.l .. * Method of applica- | Strengths and
Activities tion weaknesses

e Staffing - skills e Changes

required required

e Cost (if any)

* Documents required
Output 2 Etc.
and
Activities

Etc.

Output 3
and
Activities
Comments

Transfer the DP Result, Outputs and Activities from the left- @ In the third column categorise the type of mainstream
hand column of the logical framework to the first intention. Is it to do with ‘policy’, ‘legislation’, or ‘best
(Objectives) column of the mainstream test. practice’@
¢ In the fourth column, discuss what level of mainstrea-
o In the second column, identify and write in potential ming is required. The following are a few possibilities:
mainstreaming partners. These may be the same for lll
objectives or they might be different for different levels
of objectives.

Apply the lessons learnt by changing policy, prac-
tice, legislation

Promote and lobby for what is learnt
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- Validate what is learnt
- Further develop what is learnt

- Etc.
o Reflect on the staff and skills, costs, documents, etc.
required for this involvement.

¢ In the fifth column monitor what actually is happening.
This should be done on a regular basis, when the plans
indicate. The findings can be looped back to the acti-
vities and outputs in the Logical Framework and so
inform change that would make the Output more appli-
cable to mainstreaming.

This type of action research will enable the DP’s managers fo:
* |dentify the potential for mainstreaming early on;

* See where there are problems and hopefully sort them
out; and

* Keep a monitoring log on the process so that by the
end of the DP there is a lot of information for evalua-
ting the potential for mainstreaming.

As with the project Logical Framework (Action 2), the DP
needs to plan for activities related to mainstreaming
(Action 3).

The core team will need to spend no more than two hours
preparing the Mainstreaming Framework. They will need
to bring all the information they have gathered so far.
Check the stakeholder record to make sure they have a
good match between plans and stakeholders and perhaps
invite additional partners to assist in designing the
Mainstreaming Framework.

3.10. Considering the

Evaluation

During the design of the DP, it is important to consider if
and when the DP should be evaluated. The best people to
say what the evaluation should cover are those who
designed the DP and therefore the core team should
decide:

e If to evaluate?
e What to evaluate?

e When to evaluate?
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The core team should decide what type of evaluation is
appropriate for the DP, consider what should be included
in the evaluation questions, and decide on when it should
take place and who might be involved.

There are two main approaches to evaluation: summative
or formative/learning evaluation.

A summative evaluation is undertaken to measure the result
of a project. It is a verdict on whether or not the project suc-
ceeded and it focuses on capturing data and presenting a
final report. A summative evaluation is often used as an
audit fo inspect and check that everything has been done
right and in accordance with the terms of reference. More
information on this type of evaluation is provided later in the
chapter on stage é. lts main use is at the end of the project.

A formative evaluation, is on-going and starts much earli-
er in the life of a project, it is often allied to monitoring and
provides the feedback loop to guide project change dur-
ing its implementation. It collects data interactively and
offers options based on the andalysis of the required data.
It focuses more on understanding and learning and pro-
vides various short reports at appropriate times.

EQUAL depends heavily on the formative evaluation,
using an action research type of approach where the new
solution (activities and output) and its potential for main-
streaming is continually tested (trying it out in practice),
monitored (recording what actually happens), and evalu-
ated (analysing, drawing conclusions, learning lessons)
and feed back into the original plan. If necessary, changes
are made to the activities and outputs.

The on-going evaluation starts when the DP initiates the
project in Action 2 and 3. Action 2 is evaluated through the
monitored, planned and actual activities, that test whether
the innovative idea works. Action 3 is evaluated through the
Mainstreaming Framework where the aimed for, and the
actual application of the new idea are compared.

At this stage the core team should prepare a short, one
page, bullet pointed set of recommendations for the eval-
uation; outlining when and what type and the key points
to include in the evaluation that are thought to get answers
to the questions about the DP performance and main-
stream potential. This can be attached as an Annex to the
Development Partnership Agreement (DPA).
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Evaluation activities need to be planned in advance, next
to the project (Action 2) and mainstreaming (Action 3)
activities. If there is a budget implication, a budget line for
the evaluation can be generated at this point.

More information on how to plan evaluations and the use
of evaluation tools can be found at: www.evalsed.com.

3.11. Budget Plan Guide

The Budget Plan is a tool for planning expenditure over time;
it is related to the activities in the logical framework and those
deriving from mainstreaming and evaluation. It will provide
information on DP expenditure and include information on
the funding sources and conditions of funding.

The format of the budget will depend on the procedures of
the partners and the requirements of the funder. Project

Template 5 - Budget Plan

costings should allow costs to be allocated between the dif-
ferent funding sources so that each partner is clear about
their contributions. The DP must base cost estimates on
careful budgeting.

The Budget Plan is usually divided into revenue costs and
capital costs: revenue costs are all costs that relate to the
running of the DP and capital costs relate to the purchase
of any items that will have a resale value longer than one
year. The Budget Plan covers the life of the DP, and shoud
be broken down into quarters for each year. How the
expenditure headings are listed will depend on the type
and complexity of the DP. You may wish to break down the
headings into key activities for larger DPs or put all the
costs for a number of activities together. The budget plan
is attached to the DPA/TCA as an annex. In all cases,
guidance from the Managing Authority should be followed
concerning the European Social Fund eligibility rules espe-
cially relating to capital goods.

Step 1 Step 2 Step 3 Step 4 Step 5 Step 6
Fill in Budget Specify Specify Unit Specify cost Specify the Identify
headingi]s No of Units cost per quarter totals funding sources
| / \ |
Budget Headings |Unit | Cost Quantity ehd cost per period Project | Funding | Recurrent
per Year 1 Totals Sourceq | Costs p.a.
Uni a1 @ Q3 Q3

Revenue + /

Office costs/Admin
Salaries
Overheads

Professional fees

Other (specify)

e

\ v

Total Revenue

Capital
Building costs
Furniture/fittings

Land
Other (specify) / /
Total Capital A / //

Total Revenue
And Capita|

/[ |/

Step 7

Funds payment Schedule

7

Step 9

Total annual recurrent costs

Step 8
Annual budget
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Filling in the Budget Plan

1. Fill in the Budget Headings and make sure they relate to
the activities specified in the Activity Plan.

2. Specify number of Units, describe how the DP has
decided upon the Unit, this can be an item such as a
computer, a lump sum such as stationery purchased in
one-quarter period, or a number of days worked in one
month, such as 20 days equals a labour unit of one
month.

3. Specify cost of each Unit, under the Budget Headings fill
in any detailed expenditure items. This might, for exam-
ple, specify types of salary, or capital goods purchased.

4. Specify costs for each quarter by multiplying the num-
ber of Units by the cost per Unit.

5. Total each column, this will give the expenditure for the
quarter.

6. Explain who is to provide the resources to pay for each
expenditure line. This information can be used to allow
the allocation of costs between different funding sources
so that each party is clear about their contribution.

7. Provides a one year funds flow and payment schedule
for which the DP will have to negotiate the payment
schedule from the funder(s).

8. Specify the totals against each Budget heading and
total Revenue and qui’rq| at the bottom of the column;
this will give the total annual cost.

9. The recurrent cost relates to those costs that will have to
be met on a continuous basis after the DP is completed.
This column will show the amount of annual recurrent
costs and be coded to show where the funds came from
initially.

3.12. Ratio Analysis

Setting out the expenditure within a budget is just the first
stage of preparing financial information for a DP. The other
area is to find ‘best value’ in DPs, both to guide DP design-
ers and to guide DP appraisers. Cost benefit analysis is often
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suggested but it is either very complex or it is unreliable and
potentially misleading. An easier method is ratio analysis
comparing one figure (or cost) with another.

Ratios can be used to compare one type of cost with
another, such as cc:pitc1| and revenue costs, and compare
costs over time, for example, between one year and
another. Ratios can be used to appraise best value with
similar DPs, evaluate the relationship between costs at the
end of the DP and to set average cost relationships as local
benchmarks that can be used to compare similar DPs in
the future.

Using ratios to compare one DP’s costs and its cost struc-
ture with another can be very useful. For example, a ratio
of salary costs with administration costs will show how effi-
cient the administration is in relation to the number of peo-
ple employed. This can then be used as a comparison with
another DP. From this information ‘return on social invest-
ment’ can be measured and like for like cost headings can
be compared between DPs, and if appropriate, other
delivery agents. This analysis can be used to determine
‘value for money’.

Ratios can be used to test the cost relationships of an inno-
vative initiative within a project and then extrapolate these
ratios fo the mainstream body to see the financial implica-
tion of mainstreaming.

Below is a set of suggested ratios; this is provided for infor-
mation only. The core team can decide which is of use for
their DP.

Useful Ratios

Below are three sets of ratios that can be used to appraise
the cost effectiveness of a DP. A ratio is calculated by
expressing one value as a percentage of another value.

Multiply one figure (A) by 100 and then divide by the
other figure (B) to give a ratio (cost relationship).

A x 100 _
B
If Ais 5 and B is 20:

5 x 100
20

= 25%
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The ratios below are provided as a guide and starting
point, each community organisation will use ratios useful
to its own accounting systems so the DP may decide to use
different equations.

Internal Ratios

These ratios will provide information on the relative effi-
ciency of the organisation to carry out the DP. For example:

Total cost of DP _ %
Office/Admin

This ratio will show how efficient the admin support is.

Capital _ o
Salaries

This ratio will show how efficient the staff are in manag-
ing capital.

Leverage Ratios

These ratios will provide information on the effectiveness
of the project to attract additional funds and other types of
support. For example:

Main source of funding _g

Other financial contributions

This ratio will show how effective the project is in
attracting additional financial inputs.

Best Value Ratios

These will provide information on the economics of the
project and the relationship between inputs and activities.
If it is possible to breakdown the project Outputs into units
e.g. number of places for childcare, number and level of
peopled trained, number of hours or days of advice, efc.,
this will be very useful in determining value for money. If it
is not possible fo breakdown the Outputs into units then the
DP will have to try and work out another way of putting a
financial value on the Outputs. For example:

Total cost of project _ %
No of Unit Outputs
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If it is possible to quantify unit Outputs, this ratio will-
show value for money.

Salary cost
No. of unit Outputs

= %

This ratio will show how effective the staff are in pro-
viding the service.

Capital costs

=%

No of unit Outputs each year

This ratio will have to be fixed within a time period to
show the use of capital expenditure.

Ratios are useful in an on-going formative evaluation to
gauge the relationship between a range of financial costs:
when analysing the level of consistency in costs or fluctua-
tions in relation to internal and external non-financial
influences.

3.13. Development
Partnership Agreement

Once the DP has designed the project using the Logical
Framework, the DPA can be prepared. This should follow
the Member State’s standard format.

It is important for monitoring and evaluation that the DPA
includes all aspects of the Logical Framework and the
Mainstreaming Framework and where necessary elabo-
rates on the text. The DPA format should incorporate the
problems and objectives, the Logical Framework and
Mainstreaming Framework and the Budget Plan, thus
maintaining the link from the initial problem identification
to the final implementation priority.
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Stages of the Project Cycle

Stage 4. Appraisal and commitment

Projects need independent appraisal as part of the process
of deciding if to approve funding and support. The
Appraisal and Commitment stage is when the DPA is
appraised for its ability to achieve its stated objectives
within the resources available and that necessary commit-
ment is formally agreed.

This is undertaken by the authorising organisation in the
Member State and does not involve the DP other than in
submitting the DPA/MPA for approval. Each Member
State will have their own appraisal procedure and docu-
ments. An appraisal normally takes place initially to allow
DPs access to Action 1 funding and subsequently another
appraisal may grant access to Action 2/3 funding.
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Stages of the Project Cycle
Stage 5. Implementation (Actions 2 and 3)

The implementation stage will take as long as planned in
the project. However the DP must look beyond the comple-
tion date to the time when the DP result and mainstream-
ing benefits are realised.

Before the implementation stage, the DP must determine
the partner organisations that will carry out the work.
These will then develop detailed activity plans for the DP’s
projects. At the very beginning, they should carry out an
inception review to make sure the initial project design is
still valid and the external conditions are still the same.

Throughout the implementation stage the DP must carry
out regular and planned monitoring reviews using the
indicators defined in the logical framework. The DP must
include the activities, outputs and assumptions. Monitoring
the budget will also be a major part of the implementation
as well as monitoring the stakeholders and partners.

Sequence of Activities
* Review the objectives and prepare or confirm the acti-
vity plan and budget plan

e Carry out an inception review of the project prepara-
tion and conditions and suggest any changes

* Prepare detailed activity plans

* Set up management and monitoring systems using the
logical framework

e Carry out the activities and achieve the Outputs and

the DP Result

* Keep track of progress against the activity plan and the
budget plan

* Assess the realisation of mainstream potential.

Who should be involved?

The implementing partners, mainstream providers and the
disadvantaged.

2 E@UAL

Exercises Records

1. Carry out Inception Template 6.
Review Activity Plan

2. Prepare Activity Plan Template 7.

3. Establish and carry out Quarterly Monitoring
project monitoring Record

4. Establish and carry out | Template 8.
budget monitoring Budget and Actual

Variance Record

5.1. Inception review

The DP should spend the first week or two carrying out an
inception review. This will provide an opportunity to re-
view the DP’s conditions and design before embarking on
the detailed implementation.

Best practice suggests that carrying out the inception
review at this stage offers several benefits:

* Changes can be made according to changed circums-
tances.

* New staff or partners have an opportunity to familia-
rise themselves.

* A detailed activity plan can be prepared.
* Job descriptions for new staff can be prepared.
e Commitment from all the partners is secured.

* Management arrangements and accountability are
strengthened.



5.2. Prepare detailed
Activity Plan

An Activity Plan is a detailed month-by-month plan of the
activities and the sequence they should follow. They can be
prepared on large sheets of paper and pinned to the wall
or they can be generated electronically using simple soft-
ware. The Logical Framework clearly links the objectives to
the activity plans and budgets. Activity Plans are devel-
oped by transferring each Activity from the Logical
Framework to the Plan and then drawing up a list of
detailed tasks, each having a start and finish time and
named person assigned to the task. Each activity is likely
to have a number of tasks. If a DP runs for longer than a
year, the activities described for the first year should have
more detail than in following years. The Activity Plan for-
mat can be adapted to fit with the duration of the DP.

The Activity Plan is used to plan both the actions, using tar-
gets to indicate the completion of an activity, and the mile-
stones, as a point during an on-going activity fo indicate
when a progression has taken place. Targets and mile-
stones are then used to measure progress against the
planned activities. Activity Plans, when used in this way,
provide an excellent means of communicating fo stakehold-

Linking
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ers what is actually happening. The results of the planned
and actual from the Activity Plan will feed in to and support
the Outputs that need monitoring on a less regular basis.

5.3. Monitoring progress

Monitoring is the checking process used to measure, man-
age and keep the DP on track. Monitoring is an internal
management responsibility and is an essential part of
infernal evaluation. Monitoring measures the gap between
what was intended and what is actually happening.
Internal evaluation diqgnoses the reasons for the gaps and
provides options for how to respond. If one cannot moni-
tor and measure a project, one cannot manage or evalu-
ate it. Monitoring checks are vital data for the on-going
evaluation of the DP (checking whether the activities
realise the outputs and the outputs realise the result as
planned).

Monitoring is primarily a management function for the
purpose of managing a project. However, monitoring is
also used to report progress fo stakeholders.

Planned outputs and activities will have been developed
earlier on, now it will be necessary to review the stake-
holder record and decide who should receive monitoring
reports and in what style and level of detail.

Priority Options
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Template 6 — Activity Plan

Activities M1 | M2 | M3 | M4 | M5 | M6 | M7 | M8 | M9 | M10 | M11 | M12 Staff
AS | Co
1.1. Businesses are I Milest
specifying in restone Full |Full  |Full
their recruitment % Time |Time |Time
advertisements -
the disability W[ Milestones R
access status — indicate a point R
(DAS). Tcurgetl in a process SR
1.2. Bl.-isiners]ses are e \\ Targets complete R
using the . — an action SR
Disability Acces Determines R
Status (DAS) X sequence and
symbol. timing of tasks SR
2.1. The employment
agencies Allocate tasks among staff A
promote the DAS LR Lead Role /
support. SR Support Role
Breakdown main AS Apprenticeship Scheme
activities into Co Co-ordinator

manageable tasks

In order for monitoring to be of use by the DPs there has
to be an internal learning loop that focuses on changing
activities, and in some cases Outputs, to incorporate les-
sons learnt about how stakeholders responded to different
initiatives. Therefore, while monitoring reports are drawn
together and disseminated quarterly it is suggested that
actual management monitoring is undertaken more regu-
larly. Below is a typical management monitoring schedule:

* Activities weekly to monthly
* Contribution to Output(s)  monthly
e Assumption and risk monthly
e Stakeholder involvement  monthly

* Finance daily to monthly

* Mainstreaming monthly to quarterly
* Contribution to DP Result  quarterly

® Reporting quqrter|y

Looping back to the original plans and, if necessary, mak-
ing changes should be undertaken, at least, quarterly.
Reporting to stakeholders quarterly should be viewed as
part of the dissemination.
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SW Support Workers

The following are key points in monitoring.

It is an internal management responsibility.

It measures progress in relation to the planned
budget, activities, assumptions and results.

It finds problems and identifies solutions and puts
them in place.

It takes place at all levels of DP implementation.
It uses both formal and informal data gathering
methods.

It focuses on resource allocation, expenditure

and activities, planned results, people involve-
ment and organisational capacity.

The DP’s management must keep focused on all areas at
all times and keep asking if:
* The funds have been disbursed on schedule

e This activity will lead to the planned output

* Any important assumptions need attention

Stakeholders are behaving as expected

The output will lead to achieving the DP’s Result and

The mainstreaming potential is being researched.



Monitoring is not a check to keep funders happy but a

feedback mechanism to help managers keep the DP's
plans on track or change them to match changing redlities.

Monitoring uses a planned and actual format with expla-
nations on why any variance between the two formats
occurred and what action management took to bring the
plans back on track. Sometimes it is not possible to bring
plans back on track and the results of the DP will be
delayed. Knowing this in advance is part of good manage-
ment and changes to the plans must be made at this point.

Template 7 — Quarterly Monitoring Record

Partnership Development Toolkit

The quarterly monitoring process

In the quarterly monitoring record it is recorded what hap-
pened under the actual column. If the actual is less or more
than planned (transferred from the logical framework,
mainstreaming framework, activities plans and stakeholder
records), record the reasons why and what is to be done
about it during the next quarter in the Variance column. If
the planned and actual are equal, there is no variance and
one can record the DP’s activities as being on target.

Quarterly Monitoring Record

Monitoring Areas Planned

Actual Variance

Outputs from the Logical
Framework

Assumptions relevant to the

Describe what is planned
to be achieved during this
quarter from the list in the

Objective monitoring
takes place when the
planned targets are com-

If the Planned and
Actual match then the
project is on target, if

Monitoring Areas

Outputs
* Activities from the Activity Plan

L4 Stc:keho|o|ers behaviour From

the Stakeholder Record
e Application of project Outputs

by mainstream bodies from
the Mainstream Framework

there is a variance,
either positive or nega-
tive, then briefly explain
why and what is to be
done about it

pared with the actual
achievements at the end
of the quarter date

Logframe monitoring

The Indicators for each Output in the Logical Framework are
monitored, both for their timing and their quantitative and
qualitative achievements. Monitoring will take place at irreg-
ular intervals as specified by the timing of the Indicators,
though reporting will be on a regular quarterly basis.

The influence of Assumptions is monitored in order to
make sure that what was expected to happen is actually
happening. Assumptions are linked to Indicators and
Outputs so that all three can be monitored at the same
time. This means that when you measure the Output you
will automatically refer to the Indicator and the correspon-
ding Assumption(s).

What happened is recorded under the Actual column; if
the Actual is less or more than planned the reasons why

and what is to be done about it during the next quarter is
recorded in the Variance column. If the Planned and
Actual are equal, there is no variance and the project can
be recorded as being on target.

One will also monitor the budget through a planned and
actual variance analysis. The budget will be related to the
objectives by an assessment of the expenditure in relation
to the activities.

Stakeholder monitoring

Bring the stakeholder record, Template 1, developed in
Action 1 fully into the monitoring process. This record will
have specified who the stakeholders are, why and how
they are involved with the DP.

Monitoring is concerned with how stakeholders are
involved during the life of the DP and, as a result of this,
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Linking to Monitoring

il Framewark

how they may be involved over a longer period of time.
The moniforing column of the stakeholder record records
how stakeholders behaved and their effect on the DP, as
well as the likelihood of their continuing support and
involvement over time and once the DP comes to an end.

Monitoring the Mainstreaming Framework

Using the Mainstreaming Framework, and collaborating

with the potential mainstream bodies, monitoring should

focus on testing the applicability of the project actions and

outputs to the potential mainstream bodyf{ies). This can be

done by asking:

* Are the activities more effective and efficient in achie-
ving the Outputs than the current practice?

* Are the lessons learnt being communicated and how
do the mainstream body(ies) respond?

e s it likely that the mainstream body(ies) are going to
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support/adopt the new practice/policy/legislation? Is
it possible to identify barriers to mainstream body(ies)
for using the new methods, and if so, can the project
make adjustments to overcome those barriers?

Monitoring the Budget and Actual
Variance

The Budget and Actual Variance monitors the receipts and
expenditure against planned. The activities have been
entered in the Activity Plan, the resources necessary to under-
take the activities have been specified in the Budget Plan.

Different organisations have different systems of accounts,
but there is likely to be a day book where actual expenditure
is recorded on a weekly basis, this is then brought together
as a monthly record so that bank reconciliation can be
undertaken to check against the bank statements to verify
actual expenditure. From this information quarterly Planned



and Actual statements can be prepared and issued to fun-
ders as part of the regular quarterly monitoring report.

The Budget and Actual Variance monitors the receipts and
expenditure against planned. The activities have been
entered in the Activity Plan, the resources necessary to under-
take the activities have been specified in the Budget Plan.

Quarterly monitoring report

As well as the quarterly monitoring record, which is a
planned and actual record, there is also a report. The
Quarterly Monitoring Report records all general changes
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that have occurred during the period and analyses the
changes and how they effect the work of the DP. The quar-
terly monitoring report follows the headings of the
DPA/MPA. It keeps an on-going record of the progress of the
DP and of any changes to its environment (both internal and
external) in @ pcrticu|or quarter. If there has been no chqnge
in a given section, nothing needs to be reported. Anyone
looking at the quarterly monitoring report should instantly be
able to spot where change has taken place and where no
change has occurred. This not only cuts down on paperwork,
it provides a very clear statement of what happened during
the quarter. This is essential data for evaluation.

Template 8 — Budget and Actual Variance Record

Headings Quarter 1

Quarter 2 Quarter 3

Planned | Actual | Variance

Planned

Actual | Variance | Planned Actual | Variance

Revenue
Office
Costs/Admin
Salaries
Overheads
Professional fees

Other (specify)

Total Revenue

Capital
Building costs
Furniture/fittings
Land

Other (specify)

Total Capital

Total Revenue
And Capital
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Stages of the Project Cycle
Stage 6. Evaluation (Actions 2 and 3]

The Evaluation stage is the time when the ultimate assess-
ment of the DP is undertaken and any final lessons learnt
can be identified and disseminated widely. A decision
about the type and time of the Evaluation should have been
taken at the Formulation stage and the initial points to be
included should have been drafted by the project core
team. As a summative evaluation (see chapter 3.10), it
should be undertaken at an appropriate time when main-
streaming effects start to become visible. It should ideally
be undertaken by an independent evaluator to ensure
obijectivity. However, optimal learning from the evaluation
may warrant the use of internal evaluators as well. The
Evaluation conclusions, recommendations and lessons
learnt should be clearly presented and disseminated wide-
|y to other agencies and the programme co-ordinators.

Sequence of Activities

* Be clear about the purpose of the DP as stated in the
DPA

 Focus on the results of mainstreaming

* Review the monitoring reports and
Logical/Mainstreaming Framework

* Prepare statement of actual achievements against plan-
ned targets

* Identify lessons learnt and disseminate the findings
widely

Who should be involved?

Evaluator, disadvantaged, mainstream bodies, partners
and supporters.

Exercises Records

1. Undertake a document Evaluation Report
review

2. Undertake the evaluation

3. Prepare a report and
identify lessons learnt

4. Disseminate findings
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6.1. Preparing the Evaluation

Evaluations are central to the programme; during imple-
mentation, the focus is on the on-going evaluation of both
the project initiative as well as testing the potential for
mainstreaming (see 3.10). However, it is also necessary to
arrange for a final evaluation that will concentrate on the
utilisation of what was learned by mainstream organisa-
tions.

When designing the project initiative, in the Logical
Framework, and preparing mainstreaming in the
Mainstreaming Framework, targets, indicators and
planned actions are all prepared early on in the develop-
ment stages. The evaluation starts from the time of the DP
starting the project and should test and evaluate the fol-
lowing areas:

 Activities of the innovative initiative

¢ Stakeholders involvement and contributions

e Partners’ involvement and contributions

* Mainstream bodies involvement and contributions
* Action 2 objectives and activities

* Budget planned and actual

* Learning lessons and assessing the potential for mains-
treaming

* Disseminating good practice and response from other
organisations.

Evaluation content

Criteria for an evaluation are based on the following

areas:

O Relevance - did the Action 2 objectives deal with the
problems that were supposed to be addressed, and
were they appropriate to the physical and policy envi-
ronment within which the DP operated?

QO Effectiveness — did the Action 2 project planning
and logic work, was the design feasible and did the DP



have sufficient capabilities to manage the innovative
initiative? Did Activities achieve Outputs and did
Outputs achieve DP Result? Did the project contribute
to the expected Impact or are there good indications
that it will2 Did the DP succeed in learning lessons from
Action 2¢

QA Sustainability - did the application of the learning
by mainstream organisations happen and did this
result in a flow of benefits to the disadvantaged?

O Best Value (= efficiency) — did the DP provide the
units at the budgeted cost and how does this compare
with similar DPs?2

Q Management, Appraisal and Monitoring -
through the audit trail of the project documents the eva-
luation should try to assess the level of appropriateness
of the organisation and management of the DP.

6.2. Reporting on the
Evaluation

Evaluation takes place at the time when the benefits of the
DP’s project should start to be felt by the disadvantaged
through its mainstream application. lts primary purpose is
to learn lessons, both positive (what worked well and why)
and negative (what went wrong and why). Evaluations
should be clearly focused on trying to understand how the
DP operated and how successful it was in achieving its
stated objectives, the concern being Outputs, DP Result
and Impact (Action 2) as well as its mainstreaming objec-
tives (Action 3). From the Quarterly Monitoring Records
and Quarterly Monitoring Reports, during the Imple-
mentation stage, a lot of technical and financial informa-
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tion will have been generated and analysed and conclu-
sions reached on how effective and efficient management
was. The Evaluation does not need to repeat all this infor-
mation but should reference it and provide summaries
where necessary. It is also necessary to be clear for whom
the Evaluation is written and, while it will contain technical
information, it is important to isolate the key points and
Lessons Learnt that can be detached as a stand-alone short
document for wider circulation and discussion.

In order to be consistent, the Evaluation should use the
same standard headings as in the DPA and Quarterly
Monitoring Records; this will ensure that the evaluator cov-
ers all the aspects of what was planned for the DP.

When reporting on the evaluation some assessment should
be made about whom the report is for and how it might
be used. At this point the evaluator can refer back to the
Stakeholder Record to see who they were and to identify
new stakeholders who participated later on in the project.
It is possible that there are more audiences — such as the
programme, partners, managing authorities and main-
stream bodies and other stakeholder groups. The partners
and some of the disadvantaged already know about the
activities and Outputs because they were involved, but are
keen to gain an understanding of the broader impact and
the realisation of mainstreaming. Everyone involved
should also be keen to learn lessons; and the evaluation
should focus very clearly on learning both positive and
negative lessons from the DP.

Below is a list of areas that should be included in an
evaluation.
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Project Proposal Headings

Evaluation Areas

Factual Information

All areas under this heading should be checked to see if
they changed.

Problems to be addressed

Has the problem been eliminated? If it has, describe
how. If not, why not.

Primary and Secondary Stakeholders

Are they the same group? How have they found the
process and the way it was managed?

Environment

What changes have taken place and how did it affect
the project?

Objectives

Against all the Objectives, Indicators, Assumptions and
Plans, prepare a Planned and Actual Variance Analysis.

Implementation and Management Arrangements

Describe the management reporting, control and rela-
tionship to stakeholders.

Finance Has the finance been kept up to date2 Were the moni-
toring returns correct? Have the accounts been finalised
and audited?

Sustainability Has mainstream application happened? Are the disad-

vantaged experiencing benefit from this?

Origin and Preparation of the DP

Describe how the DP was initiated and developed

Annexes
Logical Framework
Activity and Budget Plans

All Annexes need evaluation based largely on a
Planned and Actual Variance Analysis
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Annexes

Annex 1 - Glossary

Activities
Analysis of Objectives

Action 1

Action 2

Action 3

Activity Plan

Appraisal

Appraisal and
Commitment

Assumptions

Budget Plan

Commitment

Development Partnership

Development Partnership

Agreement

The specific tasks to be undertaken during a project’s life in order to obtain Outputs.

Identification and verification of benefits which users hope to see in the future.

A stage in which the Development Partnership (DP) is funded to establish its partnerships and
complete the Development Partnership Agreement (DPA) and the Transnational Co-operation
Agreement (TCA).

The DP work programmes, approved at the end of Action 1, are funded and activities are
implemented.

Provides additional funding to DPs to carry out thematic networking, dissemination and
mainstreaming activities.

A graphic representation, similar to a bar chart, setting out the timing, sequence and dura-
tion of project activities. It can also be used to identify milestones for monitoring progress,

and to assign responsibility for achievement of milestones.

Analysis of a proposed project to determine its merit and acceptability in accordance with
established criteria. This is the final step before a project is agreed for financing.

The fourth stage of the project cycle during which projects are approved for financing.
External factors which could affect the progress or success of the project, but over which the
project manager has no direct control.

The project expenses are described as an annual project cost, divided into twelve months.

A commitment is a formal decision taken by funders, and other contributors, who agree to
provide resources to a project.

(DP) is the term used within a Programme to describe a Partnership.

(DPA) is the term used within the EQUAL Programme to refer to the Action project
proposal.
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EQUAL

Evaluation

Evidence

Financing Agreement

Financing Proposal

Formulation Stage

Hierarchy of Obijectives

Identification Stage

Impact

Implementation Stage

Indicators

Integrated Approach

Logical Framework
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DPs funded under EQUAL are designed to test innovative activities on a transnational basis.
A key aim of EQUAL is to feed lessons learnt from individual DPs or groups of DPs into the
policy process, nationally, regionally and locally, a process known as mainstreaming.

A periodic assessment of the relevance, performance, efficiency and impact of a project in
the context of stated objectives. It is undertaken as an independent objective examination,
with a view to drawing lessons that may be more widely applicable.

The means by which the indicators or milestones will be recorded and made available to
project management or those evaluating project perl:ormqnce.

The document signed between the funder and the partner organisation. It includes a descrip-
tion of the particular project or programme to be funded.

Financing proposals are draft documents, submitted by the implementing organisation to the
relevant funders for opinion and decision. They describe the general background, nature,
scope and objectives and modalities of measures proposed and indicate the funding fore-
seen.

The third stage in the project cycle. It involves the establishment of the details of the project
on the basis of a feasibility study, followed by an examination by funders to assess the pro-
ject’s merits and consistency with policies.

Activities, Outputs, DP Result, Impact as specified in the Objectives column.

The second stage of the project cycle. It involves the initial elaboration of the project idea in
terms of Objectives, Outputs and Activities, with a view to determining whether or not fo go
ahead to the next stage.

A wider objective to which the project is designed to contribute. It is focused on the EQUAL
priorities and themes.

The fifth stage of the project cycle during which the project is implemented, and progress
towards achieving objectives is monitored.

Indicators provide the basis for designing an appropriate monitoring system. Measurable
indicators will show whether or not targets have been achieved at each level of the objective
hierarchy.

The consistent examination of a project throughout all the stages of the project cycle, to

ensure that issues of relevance, feasibility and sustainability remain in focus.

The matrix in which a project’s objectives, assumptions, indicators and sources of verifica-
tion are presented.



Logical Framework

Approach

Mainstreaming

Means

Monitoring

Obijectives

Obijective Assessment

Obijectives Column

Outputs

Partnership

Pre-Conditions

Priority Options

Problem Assessment

Project Cycle

Project Cycle
Management

Partnership Development Toolkit

A methodology for planning, implementation and evaluation of programmes and projects,
involving problem, objective and strategy analysis, with activity and budget plans.

To transfer lessons learnt from individual projects or groups of projects, into the policy
process, or to a public or private sector body that will replicate the good practice as part of
its existing services.

The inputs required in order to do the work (such as personnel, equipment and materials).

The systematic and continuous collection, analysis and use of information for the purpose of
management control and decision-making.

Description of how the aim of a project or programme is to be achieved. In its generic sense
it refers to Activities, Outputs, DP Result and Impact.

A diagrammatic representation of the proposed project interventions planned logically, fol-
lowing a problem analysis, showing proposed means, resources and ends.

The set of objectives established in hierarchy which describes the things the project will
achieve.

The Outputs are what the project will have achieved by its completion date. The Outputs are
produced by undertaking a series of activities.

A consortium of a number of organisations who have signed up to being a partner of a for-
malised group such as a DP.

Pre-conditions (if any) are external issues which must be taken into account and/or dealt with
prior to project commencement.

Critical assessment of the alternative ways of achieving objectives, and selection of one or
more for inclusion in the proposed project.

A structured investigation of the negative aspects of a situation in order to establish causes
and their effects.

The project cycle follows the life of a project from the initial rationale through to its comple-
tion. It provides a structure to ensure that stakeholders are consulted, and defines the key
decisions, information requirements and responsibilities at each stage so that informed deci-
sions can be made. It draws on evaluation to build experience from existing projects into the
design of future programmes and projects.

A methodology for the preparation, implementation and evaluation of projects and
programmes.
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Project Result

Stakeholder

Terms of Reference

Transnational

Transnational Co-operation
Agreement
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The central objective of the project in terms of sustainable benefits to be delivered to the proj-
ect users. It does not refer to the services provided by the project (these are Outputs), but to
the benefits which project users will derive.

Individuals or institutions with a financial or intellectual interest in the results of a project.
Terms of Reference define the tasks required of the DP and individual partners; and indicate
project background and obijectives, planned activities, expected inputs and outputs, budget,
timetables and job descriptions.

Across a number of countries within the European Union.

A document outlining the method and decision making approach adopted by a group of DPs
working across a number of European countries.



Partnership Development Toolkit

Annex 2 - Reference material

Project Cycle Management: Integrated Approach and Logical Framework
European Commission, DGVIII, Evaluation Unit, 1993

Project Cycle Management and Objective-Oriented Project Planning (ZOPP) — Guidelines
Deutsche Gesellschaft fur Technische Zusammenarbeit (GTZ) 1996

Project Cycle Management — Training Handbook
European Commission, DGVIII, Evaluation Unit, 1999.
Prepared by ITAD Lid. UK.

Launching the Project Cycle 1999
Office Instruction Volume 11, Department For International Development, UK

Social Audit Toolkit — third edition 2000
Local Livelihoods Ltd. UK

Living Strategy — putting people at the heart of corporate purpose
By Lynda Gratton
Pearson Education 2000

Project Cycle Management and Logical Framework Training Handbook for New Deal for Communities
Prepared by Local Livelihoods Ltd. For the DETR 2002

Basic Facilitation Skills
Published by The Human Leadership and Development Dovosopmn of the American Society for Quality

www.evaluate-europe.net  One source of guidance on how to manage evaluation can be found in a new independent

web-site on European evaluation called: A tool called Evaluation Mentor can be used by Partnerships to create a spec-
ification for an external evaluator.

Below is a list of websites where information can be found about how these organisations use
PCM in their projects, or develop and research the use of PCM.

www.europa.eu.int/comm./europaid/evaluationmethods — Information on the use of PCM within European Union fund-

ed projects.

www.bond.org.uk — BOND is the network of more than 280 UK based voluntary organisations working in internation-

al development and development education.

www.pcm-group.com/pcm — A Belgium based training and consultancy company.

www.worldbank.org - (search PCM) Information about how PCM is used in the projects funded by the World Bank.
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www.haznet.org.uk — Health Action Zones are partnerships between the NHS, local authorities, community groups and
the voluntary and business sectors.

www.undp.org — (search PCM) The United Nations Development Programme.

www.mdf.nl/en/training — MDF Training & Consultancy is a worldwide operating management training and consultan-
cy bureau registered and located in the Netherlands.

www.mande.co.uk — A news service focusing on developments in monitoring and evaluation methods relevant to devel-
opment projects and programmes with social development objectives.

www.ingenta.com — (search PCM) The most comprehensive collection of academic and professional publications avail-
able for online, fax and Ariel delivery.

www.dfid.gov.uk — The UK Government Department for International Development.

www.livelihoods.org — A DFID website with information resources, and lessons and experience from the use of sustain-
able livelihoods approaches.

www.ifad.org — (search PCM) The International Fund for Agricultural Development (IFAD), a specialized agency of the
United Nations.

www.wiv.ac.uk/cidt — The Centre for International Development at Wolverhampton University is a leading internation-
al centre that provides consultancy, training, research, and project/programme management services in international
development.

In more than 130 partner countries, GTZ is supporting c. 2 700 development projects and programmes, chiefly under
commissions from the German Federal Government.
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Annex 3 - Developing a Terms of Reference

It is sometimes necessary for DPs to recruit either other
agencies fo carry out the implementation or individuals to
to manage the project. If this is the case a Terms of
Reference can be developed for inviting bids to tender for
the work or as part of the job descriptions of employees.

The top section of the Logical Framework covering Impact,
DP Result and Outputs provides a very clear description of

the project intentions. Here is an outline Terms of Reference
for a Tender bid:

Terms of Reference

. Background

. Procedure

. Objective

. Project Detail

. Implementation Proposal
. Work Plan

. Expertise Required

. Reporting

O 0O N O O A WO N —

. Further Information

Annexes:
Problems to be addressed
Background Information

Project Logical Framework
(minus the Activity row)

The EQUAL Partnership Development Toolkit: a partner-
ship oriented planning, monitoring and evaluation guide
for facilitators of Equal Development and Transnational
Partnerships was written by a Working Group comprising
experts from several Member States (United Kingdom,
Sweden, Lithuania, Latvia, ltaly, Belgium, Poland,
Germany, Hungary) and the European Commission repre-
sentatives from DG EMPL Unit B4 with the help of an exter-
nal consultant, Mr Freer Spreckley.

© European Commission 2004. Reproduction is autho-
rised provided the source is acknowledged. The content of
this publication do not necessarily reflect the opinion or the
position of the European Commission.

An electronic version of this Guide is available on the
EQUAL website http://europa.eu.int/comm/equal.
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Partnership Development Toolkit — A partnership oriented planning,
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Transnational Partnerships
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