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1. THE NATURE OF PROJECTS

Projects are means to an end.  They are intended to solve specific problems or to improve a given need situation.  Projects share certain characteristics or features:

· Projects are goal-oriented

Projects are directed at achieving specific results or goals which are achievable.  Hence, the need for clear objectives cannot be over-emphasized.  And the best way to make objectives clear is to state them in verifiable terms.

· Projects involve the coordinated undertaking of interrelated activities

Projects are viewed as systems which are made up of interrelated parts.  They are inherently complex.

· Projects are of finite duration

Projects are temporary or time-bound.  They have well-defined beginnings and ends.  Thus, project efforts are always directed towards ensuring that projects are completed at a given time duration.

· Projects are all unique

Projects are mostly non-recurring and one-of-a-kind undertakings.  As such, projects involve varying degree of risks and uncertainties that new lessons are always learned from every project experience.

2. THE PROJECT CYCLE

There could be many ways of viewing the project life cycle for a better understanding of what projects are.  One approach is to look at the cycle as comprising six phases, namely:  project selection, planning, implementation, control, evaluation and termination.  This approach is illustrated in Figure 1.

The project identification and planning are critical phases of the project life cycle which should be given careful consideration and time.  It is important to make certain that the project is based on a clear need.  Projects are organized because of human needs.  In short, needs serve as the driving force behind any projects.  More often than not, projects failed because of wrong project designs attributed to wrong premises and lack of adequate baseline data.





















































































































































































































































































































































































































































Figure 1.  The Project Cycle

It may be useful to illustrate a needs hierarchy in order to analyze the full range of needs that exists for a given problem and the inter-relationship of these needs.  Figure 2 presents an example of a need-hierarchy emanating from a global need – to improve teaching performance of polytechnic teachers.

















































































































































































Figure 2.  Example of an Overall Needs Hierarchy

The needs hierarchy is a useful tool for articulating a vision that reflects the true need of a given audience.  Miller (1996) defines a vision as an aspiration for the future without specifying the means of achieving it.  Effective visions are those that inspire – often in the form of asking for the best, the most or the greatest.  A vision is akin to a “dream” of an ideal or preferred state in the future, e.g., highly improved teaching performance.  Projects arise from need and they become instrumental in making a dream comes true.

Figure 3 presents how a need situation is articulated into a vision through the project approach..
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Needs Hierarchy

Figure 3.  Needs Articulation into a Vision

3. PROJECT DESIGNING

It is important to plan projects in order to be able to articulate the identified need and to specify what the project should accomplish as envisioned.  Ideally, project designing should be the task of a cross-functional team.  It cannot be an individual effort alone.

A useful project designing methodology is the Project Framework approach which was developed by the Asian Development Bank as an ex-ante  project design tool.  The forerunner of this approach was the Logical Framework Planning which was predominantly used in the 80’s as an ex-post reporting tool for developed project design consequent to project appraisal.  A highly similar method which is extensively used by the German Government in technical cooperation development projects is the ZOPP (Ziel Orientierte Projekt Planung) or the objective-oriented project planning (OOPP) system.

The basic concept behind the Project Framework is cause and effect: the more explicit and verifiable the cause and effect (or the “if-then” logic) relationship between the basic elements of the project’s design, the more certain that the project is realistic, implementable, monitorable and capable of achieving its set objectives.  This is illustrated in Figure 4.
















Figure 4.  The Core Concept of Project Framework

The above-mentioned methodology involves various steps of analysis, namely: 

(i) participation analysis, (ii) situation or problem analysis, (iii) objective analysis and (iv) alternatives analysis.  Needless to say, this methodology considers the need situation, as articulated into a vision, in the total planning process of a project.  Figure 5 illustrates the various steps involved.
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Figure 5.  Steps of Analysis in Project Planning

In carrying out the analysis, a fact-finding process may be the appropriate technique with the use of interviews, dialogues, consultations, documentary appraisals, etc., to optimize team participation and systematize the capturing of information and ideas from the given audience.

3.1 Participation Analysis

This step of the analysis presents an overview of all persons, groups, organizations, institutions, sector, region, etc., involved in or influenced by the project.  The analysis may consist of the following questions as shown in Table 1.

	Who are they?
	What will be their roles?
	What do they expect in return?

	1.
	1.1

1.2
	1.1.1

1.2.1

	2.
	2.1

2.2
	2.1.1

2.2.1

	3.
	3.1
	3.1.1


Table 1.  Analysis of Participants in Project Planning

3.2 Problem/Situation Analysis

This step of the analysis involved the identification of the core problem and analysis of the causes and effects of the core problem.  The procedures are as follows:

1) List at random major problems existing within the need situation which is deemed to be the core problem.  State the problems as a negative condition or state.

Note:  A problem is not the absence of a solution, but an existing negative


state or condition.

Example:































































        Wrongly stated


    Rightly stated




Tips:
Avoid the use of words such as no, absence of, or lack of in the


statement of a core problem and causes of the problem.

2) Select by consensus what is the core problem.


3) Write up the cause/s of the core problem.























































































4) Write up the effects caused by the core problem.















  Effects

5) Draw the Cause and Effect diagram (The Problem Tree)


Figure 6 presents an example of a Problem Tree for a need situation/project dealing with student performance.
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Figure 6.  The Problem Tree

3.3 Objectives Analysis

This step of analysis involves the process of transforming the hierarchy of problems (Problem Tree) into a hierarchy of objectives (Objectives Tree).  The procedures are as follows:

1. Restate the core problem into a positive condition.

2. Restate the causes into positive conditions using action verbs to become the means.

3. Restate the effects into positive conditions to become the ends.

4. Draw the Means-End diagram (Objectives Tree).  Confirm whether the cause-effect relationships have changed to means-end relationships.

 



































































































































































































Figure 7 presents a Means-End diagram (Objective Tree), which is based on the 

previous Problem Tree.

















































































































































































































Figure 7.  The Objectives Tree

3.4 Alternative Analysis

This step of analysis leads to the identification of potential alternative solutions to the problems.  This would comprise the project strategy.  The procedures involved are as follows:

1. Identify related means-end branches or ladders in the Objectives Tree that are related.  These constitute the alternative solutions or project strategies which could be labeled with descriptors, e.g., “training approach”, “production/development approach”, etc.

2. Assess which alternatives represent an optimal project strategy using criteria such as:

· resources available

· probability of achieving objectives

· social risks

· time horizon

· sustainability

· etc.

4.       THE PROJECT FRAMEWORK MATRIX (PFM)

4.1 The Design Summary

The PFM provides a one-page design summary of the project design.  It answers the following questions about the project:

	WHY

WHAT

HOW

WHICH

HOW

WHERE

HOW
	the project is carried out

the project is expected to achieve

the project plans to achieve the

outputs/results or components

external factors are crucial for the

success of the project

to measure the success of the project

to find the data needed for project

evaluation

much the project will cost
	Project purpose

Results/Outputs

Activities

Assumptions/Risks

Project Targets

Means/Sources of

Verifications

Specifications of inputs and costs





Table 2.  The Project Design

A project is derived from the Objectives Tree.  Only one overall goal (sector or area)

and one project purpose should be derived and/or chosen from the Objectives Analysis.

The overall goal of the project should be concerned with either a sector or area goal that is relevant to the socio-economic status of a sector, a geographic area or target beneficiaries.  Usually, the overall goal is a higher level objective.

The core problem when reworded into a positive condition/state can serve as the main objective or project purpose.  The project purpose describes the immediate impacts or results to be achieved based on the project outputs.  It contributes to achieving the overall goal.

The ends in the objectives tree can become the project components/outputs/results.  They contribute to achieving the project purpose.

The means in the objectives tree can be taken as the project activities which are necessary in achieving the project components/outputs/results.

Table 3 presents the design elements and other major segments of the PFM.

	Project

	Design Summary
	Project

Target/Indicators
	Means of

Verification
	Assumption/Risks



	1. Overall goal

(sector or area):

The ultimate

rationale of the

      project.
	
	
	

	2. Project

      Purpose:  Why          

      the project is  

      carried out.
	
	
	

	3. Project

     Components/

     Outputs:  What  

     the project is 

     expected to 

     achieve.
	
	
	

	4. Activities:

How the project

plans to achieve

      the outputs/ 

      results.
	Inputs are the necessary supports to implement activities.
	
	



Table 3.  Design Summary of the Project Framework Matrix (PFM)

4.2
Project Targets:  Performance Indicators

This is an important segment of the PFM.  Project targets quantify the impacts/benefits from the first three elements of the Design Summary of the PFM, namely:  overall goal, project purpose and project component/outputs into measurable terms.  Project targets are expressed in terms of performance indicators, i.e., quantity, quality, time, even place and cost.  They define the standard of performance to be reached in order to achieve the objectives.  Indicators can be classified into input indicators, process indicators and output indicators.  Examples of indicators are rate of drop-out, teacher-student ratio, length of road constructed, frequency of field inspection, unit cost of training, etc.

4.3 Project Monitoring:  Means of Verification
This segment of the PFM gives the feedback on project progress at all levels of the Design Summary.  It is concerned with where to get evidences or project information that the objectives have been met or where to find data needed to verify the corresponding performance indicators.  Examples of means or sources of verifications are operation reports, documented procedures, guidelines, personnel files, etc.

4.4 Risks/Assumptions
This segment of the PFM tells about the conditions that must exist if the project is to succeed.  However, there are external factors that the project or even the project team does not have any control.

Assumptions can be derived from the Objectives Tree and worded as a positive condition.  If worded negatively, e.g., “the fund may not be released on time”, they are construed as risks.

Assumptions complete the “if-then” logic in the PFM and it is important that assumptions are made as specific as possible.

A sample project framework matrix evolved around a given need situation – unsatisfactory student performance, is given in Table 4.

	Project:

Improvement of student performance
	Project Target
	Means of Verification
	Assumption/Risks

	Goal:
Supply of quality graduates/

manpower
	Absorption rate of graduates
	· Documents

· Statistics
	Manpower plan/

Projections implemented

	Project purpose:

To improve student performance
	Increase number of graduates
	Records
	Strong support of management


	Project Title:

Improvement of student performance
	Project Target
	Means of Verification
	Assumptions/Risks

	Components/

outputs/results:

1. Students are highly motivated

2. Internal efficiency improved
	Attendance
	Student Files
	Student services are in place; organizational development is carried out

	Project activities:

1. Train teachers

2. Standardize assessment

3. Revise admission
	Inputs/resources:

· Budget

· Personnel

· Materials
	Records


	Teachers’ availability; provision of resources


Table 4.  The Project Framework Matrix

4. CONCLUDING STATEMENTS

Projects are derived from given needs of a particular audience or clients.  It is extremely necessary that these needs – their causes and effects are thoroughly analyzed in order to come up with a bankable project.  The Project Framework approach could serve as a helpful methodology in project identification and planning.
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