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What is the Logical Framework

OVERVIEW

1.

Approach?

LFA is an analytical, presentational and
management tool which can help planners
and managers:

0 Analyse the existing situation during

project preparation;

Establish a logical hierarchy of means

by which objectives will be reached,;

Identify some of the potential risks;

Establish how outputs and outcomes

might best be monitored and

evaluated; and

0 Present a summary of the project in a
standard format.

oo O

A distinction is usefully made between
what is known as the Logical Framework
Approach (LFA) and the Logical
Framework Matrix. The approach
involves problem analysis, stakeholder
analysis, developing a hierarchy of
objectives and selecting a preferred
implementation strategy. The product of
this analytical approach is the matrix (the
Logframe), which summarises what the
project intends to do and how, what the
key assumptions are, and how outputs
and outcomes will be monitored and

evaluated.




OVERVIEW

1.

Logframe Matrix Structure

Project
Description

Goal:

The broader
development
impact to which
the project
contributes at a
national and
sector level.

Purpose:

The development
outcome expected
at the end of the
project. All
components will
contribute to this.

Component
Objectives:

The expected
outcome of
producing each
component’s
outputs

Outputs:

The direct
measurable
results (goods and
services) of the
project which are
largely under
project
management’s
control

Activities:

The tasks carried
out to implement
the project and
deliver the
identified outputs.

Indicators

Measures of the extent
to which a contribution
to the goal has been
made. Used during
evaluation

Conditions at the end
of the project
indicating that the
purpose has been
achieved. Used for
project completion and
evaluation.

Measures of the extent
to which component
objectives have been
achieved. Used during
review and evaluation.

Measures of the
quantity and quality of
outputs and the timing
of their delivery. Used
during monitoring and
review.

Implementation/work
program targets. Used
during monitoring.

Means of

Verification

Sources of
information
and
methods
used to
collect and
report it

Sources of
information
and
methods
used to
collect and
report it.

Sources of
information
and
methods
used to
collect and
report it

Sources of
information
and
methods
used to
collect and
report it

Sources of
information
and
methods
used to
collect and
report it

Assumptions

Assumptions
concerning the
purpose/goal
linkage

Assumptions
concerning the
component
objective/purpose
linkage

Assumptions
concerning the
output/component
objective linkage

Assumptions
concerning the
activity/output
linkage




OVERVIEW

1.

When Should LFA be used?

LFA can be used throughout
the activity management cycle

11.

Q

Identifying and assessing
activities that fit within the
scope of country programs;

Preparing the project design
in a systematic and logical
way;

Appraising project designs;

Implementing approved
projects; and

Monitoring and evaluating
project progress and
performance.




The Logical Framework Approach:
A Tool for Change

Focus Areas

Problems

Context %

Choice

Objectives

OVERVIEW

Action

1.

Overview of Complex Projects




Logical Structure of Projects

Supply of Safe Water

Objective: Reduced incidence of water
T borne diseases.

B Achieve
m 1 A sustainable supply of safe
- Output: water to the community.
% Produce
> ‘ Design and install a piped
o water supply scheme in a

community, and develop
Activities: capacity to manage and

‘_; maintain it.
Are sufficient to
perform
T Pipes, tubes, pumps, labour,
Inputs: engineers, water supply

management advisors.

The logical framework approach is a
framework for designing change
processes, monitoring progress and
evaluating impacts.



Logical Structure of Projects

Objectives Achieve or
contribute to Assumptions
the ~—~ about
the context

Will under

e given

Outputs
\

Produce the

\ Assumptions

OVERVIEW

about
will under =" the context
— given
Activities
. Be sufficient
to perform the
i P
\ - -
Predictions
—
Will under

Inputs - given




Ordering the elements of the
change process in alogical
structure: example

Objectives:
Reduced incidence of )
water borne diseases Achleye or
contribute Assumptions about the
to the ~ context:
Health authorities
— conduct hygiene
Will under awareness campaigns
given
Outputs: —_

A sustainable supply
of water to the

community N~

Produce the

Assumptions about the
\ context:

New Tariff proposal

Activities: Will under =" approved
Design and install a given
piped water supply -_

schemein a
community, and

develop capacity to Be sufficient
manage and maintain to perform the

it. \ Predictions:
The Water Utility is given
/

OVERVIEW

1.

autonomous legal status.

Inputs: Will under
Pipes, tubes, pumps,
labour, engineers, and
an adviser on water

supply management

— given




2. Analysing the Situation

Focus on the Context
(Stakeholder Analysis)

Focus on Problems
(Problem Analysis)

Focus on Objectives
(Objectives Analysis)

Focus on Choice
(Selection of a preferred
Implementation Strategy)

Focus on Action




Problem Analysis
and Problem Tree

Identifying what are the main
problems and establishing the cause
and effect relationships between
these problems.

The problem focus zooms attention
in on the situation that we want to
address/ or the issues that prevent
us from achieving a desired
situation. When working with
problems we can:

0 Identify problems and “problem-
owners”

U Structure problems and relations
between them

U Develop a shared perception of

U

2. Analysing the Situation

problems
Develop options for which
problems to concentrate on




Problem Tree Structure

2. Analysing the Situation

'

Low Incomes

Limited surplus for
sale

Effect

High levels of
protein malnutrition

Lack of protein
available in local

Inadequate levels of fresh water fish production

available for use

ingerling
Production
Limited

mapidated

hatchery
centres

mapidated

hatchery

centres

Low productivity of High post harvest

Fish Ponds wastage
oor Pond adequate adequate
Management Processing marketing
Practices Technology facilities

anagement and lack of

nack of
investment

Investment




Focus on Problems:
Example: Infant Mortality and Water

A
High Infant
Mortality
Nutrition Water usage Other Health
problems problems problems

Use of untreated
river water

Wood scarce & Poor hygiene
expensive practices

Sold water
unaffordable to
poorest population

2. Analysing the Situation

No awareness of
relation
water/diseases




Main Steps in Preparing the
Problem Tree:

1. Identifying and Listing the Main
Problems.

2. Identifying Core Problems.
3. Identifying Cause and Effect.
4. Checking the Logic.

5. Drafting the Problem Tree
Diagram.

2. Analysing the Situation

6. Dealing with Overall Constraints.




2. Analysing the Situation

Stakeholder Analysis

The main purposes of stakeholder
analysis are:

0 To better address distributional
and social impacts of projects,
programs and policies; and

U Identify existing or potential
conflicts, and factor appropriate
mitigation strategies into activity
design.

Stakeholder analysis thus about
asking the questions: “Whose
problem” and, if a project
intervention strategy is proposed:
“Who will benefit”.



Stakeholder Analysis

The main steps in stakeholder analysis

g include:

=

g O Identify the principal stakeholders
= (these can be various levels, e.g.:
/)] local, regional, national);

©® U Investigating their roles, interests,
f, relative power and capacity to

o participate;

S 0O Identifying the extent of

g cooperation or conflict in the

= relationship between stakeholders,
= and

< 0 Interpreting the findings of the

N

analysis and defining how this
should be incorporated into project
design.



2. Analysing the Situation

Focus on the Context

We will depart from and act in a context;
it will change over time, it will influence
us and we can influence it. Relevant
contextual factors are among others;

(1 Stakeholders

0 Policy concerns that the participants
must relate to

0 Uncertainties and risks
Working in the Context Focus serves to

set the frame for the project and the
options available to us.



Stakeholder Analysis Matrix

How Affected by the Problem(s)

the problem(s)? to participate in other stakeholder
addressing the (e.g. partnership or
problem(s) conflict)

Stakeholder How affected by Capacity/motivation Relationship with
|
|
|
|
|

Expected Impacts of Proposed
Intervention/Solution

Stakeholder Stakeholder’'s
main objectives

Positive
impacts/benefits

Negative
impacts/costs

Net impact

2. Analysing the Situation

| | | |
| | | |
| | | |
| | | |
| | | |




2. Analysing the Situation

Analysis of Objectives

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

The objective tree uses exactly the
same structure as the problem tree,
but with the problem statements
(negatives) turned into objective
statements (positives).

The results of the stakeholder
analysis may have helped to give
better focus to priority problems and
not all of the original problem
statements may therefore need to be
translated into objective

statements.

While the problem tree shows the
cause and effect relation between
problems, the objective tree shows
the means - end relationship
between objectives. This leads
directly into developing the
project’s narrative description in the
Logical Framework Matrix.




2. Analysing the Situation

oo OO0

DO

Stating the Objectives

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

Are the statements clear and
unambiguous?

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

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

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

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




Focus on the Objectives

U The objective focus is future-
oriented, clarifying our vision of a
desired future situation. When we
focus on objectives, we can:

=

o

oy

&)

«

=

&)

oypn|

® 0

a 0

+ [ Identify objectives and “objective-
2{0 owners”

oa D

5, W Structure objectives and relations
Té between them

< U Develop options for what objectives
Q

to pursue.




Focus on Objective:
Access to Safe Water

Low Infant
Mortality

=

e

oy

=) Sustainable

g access to safe

water

e

/)]

Q

=

=) Financial balance in Effective New pipe system
Y1) water company maintenance & installed
g operation

oy

(/)]

>
'E' Cost related Effective

tariffs billing Investmgnt funds
g available
/ \ / \
o / \ / \
N / \ 1 \
/7 |\ I\ \
/7 I\
J/ \ [
\ 1 \




Analysis of Alternative Strategies

2. Analysing the Situation

The type of questions that might need to
be asked (and answered) could include:

d

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

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

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

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

Which strategy will most effectively
support institutional strengthening
objectives? And

How can negative environmental
impacts be best mitigated?




Typical Assessment Criteria:

2. Analysing the Situation

C O O O O

U

Benefits to target groups - equity
and participation

Total cost and recurrent cost
implications

Financial and economic viability
Technical feasibility

Ability to repair and maintain assets
Sustainability

Contribution to institutional
strengthening and management
capacity building

Environmental impact, and

Compatibility of project with sector
or program priorities.




Focus on Choice

2. Analysing the Situation

The choice focus concentrates on
comparing and choosing, where the first
three focus areas concentrate on
developing options. When working in
the choice focus we bring in elements
from the other focus areas to:

J Estimate the resources that are
available

J Create an overview of options

(] Assess options

(1 Make a choice




Focus on Action

2. Analysing the Situation

The Action focus puts wheels under the
strategy chosen and selects concrete,
specific operations that can be
monitored in relation to the context we
are acting in. When focusing on action
we:

0 Specify objectives chosen, results,
activities and resources needed

O Identify critical assumptions about
the context

O Check that the project is logically
consistent

0 Establish indicators that allows
monitoring of project progress and
impact




Resource Analysis

2. Analysing the Situation

Quantify the estimated human
resource availability, in suitable
categories.

Quantify the estimated financial
means, indicate sources.

Analyze and list the core human,
managerial and institutional
strengths of the possible project
organization and of important other
stakeholders upon which the
project depends.

Analyze and list the core
weaknesses of the human and
institutional capacity available for
the project.




Scenario Development

2. Analysing the Situation

Identify 3-6 alternative options for the
immediate objective from the graphic
presentation made in the Objectives
Focus Area. Brainstorm further options.

Identify, for each immediate objective,
the strategy for achieving the objective.
If alternative strategies are feasible for
the same objective, list each objective —
strategy combination as a separate
scenario.

Identify, for each objective option, the
stakeholder that will be willing and able
to commit himself/herself actively to
the achievement of the objective.

Identify the primary target group for
each option, i.e. the group that will be
directly affected by the future situation
described in the objective. Refer to the
Stakeholder Analysis.

Identify the problem clusters that are
addressed by each objective option.




Comparing Scenarios

2. Analysing the Situation

Identify and list priority comparison
areas by:

g

Q
a
a

Revising the Stakeholder Mapping
from the Context Focus Area
Revising the Policy Concerns list
from the Context Focus Area
Revising the Values and Principles
list from the context Focus Area
Revising the Uncertainties & High
Risk List from the Context Focus
Area.

Include other relevant areas, e.g. costs,
relation to expected resources, other
uncertainty factors and risks.

Design a comparison framework.

Identify a three-level verbal assessment
scale for each comparison area, e.g. low,
medium, high.

Assess all scenarios in each comparison
area.




Choosing

2. Analysing the Situation

All participants suggest their preferred
choice of scenario.

If there is disagreement, identify the
comparison areas where conflicts are
located. Switch back to other focus
areas to identify possible omissions or
unclarities influencing the comparison
scheme.

If a choice is made overruling diverging
viewpoints, make sure this is done
explicitly and the background for the
decision clearly defined.

Clarify and summarize the purpose and
strategy of the choice in a few simple,
focused sentences. This is, in effect, the
answer to the initial focus question.




Focus on Choice:
Scenarios — Water Supply

2. Analysing the Situation

Who will
_ Stratggy to take _ Primary Main
NoO. Immedl'ate achleye ownership Target Problem
Objective Immediate of the Group Area
Objective Immediate Addressed
Objective?
1. | Safe water System National Population | Use of river
supply, 15 rehabilitation, Water using river water
year training in Authority water
horizon operation and
maintenance
2. | Sustainable System Water Water Financial,
supply of rehabilitation, company company technical
safe water institutional management staff. and
development, and board institutional
training in all chairman. weaknesses
fields. of water
company.
3. Decrease Awareness Local health | Women in Current
of water promotion, authorities, disease hygiene
borne health local NGO. affected practices
diseases. education, areas.

demonstrations




Comparison Framework -

Water Supply

2. Analysing the Situation

Comparison % n =
O C
Areas wo G=_|5a _ 5 | @
O | o Spc BFc |30 @ o
5 |22 53|32 |88 | g |2
Scenarios A2 Ee® g Seo |27 =) >
< = =9 < ~
1. Safe water M H L L M L L
2. Sustainable safe H M H H M M M
water, autonomy
3. Decrease of
water borne L M L M M M L
diseases
L =Low, M = Medium, H = High




FORMAT

3. The Logframe Matrix

The result of the logical framework
analysis is presented in a matrix.

The matrix should provide a summary
of the project design and, when detailed
down to output level, should generally
be no more than five pages long.

The Logframe matrix has four columns
and usually four of five rows, depending
on the number of levels of objectives
used to explain the means-ends
relationship of the project.

The vertical logic identifies what the
project intends to do, clarifies the
causal relationships, and specifies the
important assumptions and
uncertainties beyond the project
manager’s control (columns 1 and 4).
The horizontal logic defines how
project objectives specified in the
project description will be measured,
and the means by which the
measurement will be verified (columns 2
and 3). This provides the framework for
project monitoring and evaluation.




Logframe Matrix Structure and
Sequence for Completion

3. The Logframe Matrix

Project Indicators Means of Assumptions
Description verification
(MOVs)
Goal Indicators MOVs
Purpose Indicators MOVs Assumptions
Component Indicators MOVs Assumptions
Objectives
Outputs Indicators MOVs Assumptions
Activities Milestones specified  Management = Assumptions
in activity schedules | reports on
and scope of physical and
services financial

progress




Vertical Logic

3. The Logframe Matrix

If-then causality

Constructing the project description of
the matrix involves a detailed
breakdown of the chain of causality in
the project design. This can be
expressed in terms of:

a

a

IF inputs are provided, THEN
activities can be undertaken;

IF activities are undertaken, THEN
outputs will be produced;

IF outputs are produced, THEN
component objectives will be
achieved;

IF component objectives are
achieved, THEN the project purpose
will be supported;

IF the project purpose is supported,
this should then contribute towards
the overall goal.

Each level thus provides the rationale
for the next level down: the goal helps
define the purpose, the purpose the
component objectives, and so on down
the hierarchy.




Vertical Logic

3. The Logframe Matrix

Management Influence

The Logframe helps to indicate the degree
of control managers have over the project.

The necessary and sufficient conditions
within the vertical logic are another way of
viewing this issue. These indicate that:

O Achieving the purpose is necessary but
not sufficient to attain the goal. This is
because the project is but one of a
number of projects or initiatives that
contribute to the goal.

L Producing the project outputs is
necessary but may not be sufficient to
achieve the component objectives.
Other factors beyond the project’s
control are again likely to have an
influence on achievement of component
objectives.

U Carrying out project activities should be
necessary and sufficient to produce the
required outputs (although some risks
will always remain).




Vertical Logic

3. The Logframe Matrix

Project Components

A project component consists of a sub-
set of inputs, activities and outputs
that serve a single purpose.
Components may be identified on the
basis of their sectoral, functional or
institutional focus. For example an
agricultural training project might
include components which focus on:

0 Training program design and
delivery

O Facilities upgrading

0 Student loans scheme, and

0 Project management

Each of these components has a
different technical focus, is likely to be
managed by different groups within
the targeted institution(s), and
therefore merit being designed as
separate project components.




Reference Numbers and
Flow Charts

3. The Logframe Matrix

Using reference numbers is a useful device to
help the Logframe user negotiate around the
logic of the matrix, particularly when the
matrix is presented on more than one page.
This helps the reader understand which
activities, outputs and purposes are linked
and also provides a clear reference point when
preparing activity, resource and cost
schedules linked to the Logframe matrix.

Goal
Purpose
Component 1 Component 2
Obijective Objective

Output 1.1 Output 1.2 Output 2.1 Output 2.2
Activities Activities Activities

inl.1 in2.1 .1

1.1.2 1.2.2 Prl.2

inl.3 1.2.3 grl.3

Etc. Etc. Etc.




Project and Contractible Outputs

3. The Logframe Matrix

Relation between contract and

project design

Project Output

Log-frame

Goal

Purposes
(component objectives)

Contract
Output

Inputs and
Activities
(AusAID

funded, AusAID
or Partner
managed,

agreed in MOU)

b Output

Inputs & Activities
(AusAID funded,
AusAID or Partner
managed)

Inputs and Activities
(Partner funded)

(Program management
inputs and activities —
AusAID overhead)

Inputs and Activities
(defined by contractor
in tender, cost
contained in fixed price
output)




Relationship between
Assumptions and Objectives

3. The Logframe Matrix

Only if these assumptions are met will the next
level of objectives be achieved. Assumptions
are thus part of the vertical logic

Goal
Purpose + — Assumptions
Outputs + —— Assumptions

|

Activities + Assumptions




Assumptions Decision Tree

3. The Logframe Matrix

A
Is the
assumption
Important?

N

1 1

Will it be Almost Do not
realized? certainly _ include in the
Logframe

\ Include as an

Likely =~ —— assumption

v
_ It is possible to redesign the project
unlikely ~ —  and influence the external factor?

— |

Yes No
Re-design the project eg High project which
add activities or outputs should probably be
or reformulate purpose rejected

statements




Horizontal Logic

3. The Logframe Matrix

Link to Monitoring and Evaluation

The horizontal logic of the matrix helps
establish the basis for monitoring and
evaluating the project. The link between
the Logframe and monitoring, review
and evaluation is shown:

Logframe Type of monitoring Level of information
hierarchy and evaluation activity

Goal Ex-post evaluation Outcomes/impact
Purpose Review Outcomes/effectiveness
Component

Objectives

Outputs

Activities Monitoring Input/Outputs

Inputs




Horizontal Logic

3. The Logframe Matrix

Testing the Project Description

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

In considering how the achievement of
objectives might be measured/verified, one
is required to reflect on the clarity of
objective statements, how feasible they will
be to achieve, and how they might be more
specifically defined.




Indicators

3. The Logframe Matrix

Indicators specify how the achievement of project
objectives will be measured and verified. They
provide the basis for monitoring project progress
(completion of activities and the delivery of
outputs) and evaluating the achievement of
outcomes (component objectives and purpose).

There are no absolute principles about what
makes a good indicator of physical achievement,
however the SMART characteristics listed below
(Specific, Measurable, Attainable, Relevant,
Timely) are useful.

Specific Key indicators need to be specific and to
relate to the conditions the project seeks to
change.

Measurable Quantifiable indicators are preferred
because they are precise, can be aggregated and
allow further statistical analysis of the data.
However, development process indicators may be
difficult to quantify, and qualitative indicators
should also be used.

Attainable The indicator (or information) must
be attainable at reasonable cost using an
appropriate collection method.

Relevant Indicators should be relevant to the
management information needs of the people who
will use the data.

Timely An indicator needs to be collected and
reported at the right time to influence many
management decisions.




Means of Verification

3. The Logframe Matrix

The different means (and costs) of collecting
information must also be considered when
choosing appropriate indicators.

The following questions should be asked and
answered:

d HOW should the information be collected,
e.g. sample surveys, administrative records,
national statistics (as in the census),
workshops of focus groups, observation?

L WHAT SOURCE is most appropriate? E.g.
Who should be interviewed? Does the Bureau
of Statistics already collect the required
information? Is the source reliable?

WHO Should do it? e.g. extension staff,
supervisors, an independent team?

WHEN and how often should the information
be collected, analysed and reported? e.g.
monthly, annually, according to seasonal
cropping cycles?

 WHAT FORMATS are required to record the
data being collected?




Indicators of Process

3. The Logframe Matrix

Example of Indicators of
Development Process

Objective

Possible Indicators

Means of Verification

To increase
awareness of,
and
community
capacity to
address, the
local causes
of
environmental
pollution.

Levels of awareness
among different
groups within the
community (men,
women, children)
about specific
environmental health
and pollution issues.

Sample survey at schools, of
women’s groups and of male
household heads conducted
at the beginning of the project
and after two years.
Conducted by environmental
health officers using
guestionnaire to rank levels of
awareness of specific issues

Establishment of
community based
environmental health
and management
committee.
Membership,
meetings and number
and type of activities
initiated.

Records of elected committee
members, regularity of
meetings and minutes of
decisions made. Analysed
and scored against
established criteria every six
months by management
committee members

Observation of how meetings
are conducted and levels of
participation.. Undertaken by
environmental health officers
in line with planned schedule
of meetings.




Some Strengths and Weaknesses of
LFA

For all its potential advantages LFA provides
no magic solution to identifying or designing
good programs or projects, no matter how
clearly understood and professionally applied.

To help avoid the common problems and
possible dangers, those using the Logframe
should:

d Emphasise the importance of the LFA
process as much as the matrix product.
(J Ensure stakeholders participate in the
analytical process.
1 Avoid using the matrix as a blueprint
through which to try and exert control
over the project.
Treat the matrix as a presentational
summary. Keep it clear and concise.
Be prepared to refine and revise the
matrix as new information comes to light.
Expect the first Logframe to be a draft
which will require reworking.
Do not place too much emphasis on
detailed target specification within the
matrix during the planning stages.

3. The Logframe Matrix

C 0O 0O O

When LFA is used in a flexible manner and a
consultative approach is taken, it is a powerful
analytical tool to support project planning and
implementation.




Strengths and Weaknesses of LFA

3. The Logframe Matrix

Issue Potential Common Possible dangers
strengths problems
Vertical Provides logical | Getting Oversimplification
Logic link between consensus on of objective
medans and objectives Objectives
ends Reducing become to rigid
Places activity objectives to a (blueprint)
\(/jwthlr|1 broadfr sgn_ple linear Ignoring
eve opment chain. unintended
environment. Inappropriate effects.
Encourages level of detail (too -
nati ¢ h or too littl Hides
examination o much or too little). disagreements.
risks.
Horizontal Requires Finding Downgrading of
Logic analysis of measurable less quantified
whether indicators for objectives.
objectives are higher level 3
SO Rigid targets.
measurable. objectives and g g
. “social” proj Information
Helps establish social” projects. e
monitoring and Establishing '
evaluation unrealistic targets
framework. too early.
Format Links problem Prepared too late | The same fixed
and analysis to and format applied in
application | objective mechanistically. all cases.
Staullg: Problem analysis Used for top-
Visually and objective down control.

accessible and
relatively easy
to understand.

Can be applied
in a participatory
way.

setting not always
linked.

Risks
marginalized.

High demands for
training and
judgment.

Can alienate
staff.

Becomes a fetish
rather than a
help.




