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This phamphlet supports a presentaiion given to meﬁbers of the -
Program Evaluation Committee, Agency for International Develop-
ment, by Practical Concepts Incorporated (PCI}. The presentation
summarizes results of an on-site visit to "extend" AID's project
evaluation system concepts, consistent with recommendations

in PCI's Final Report issued July 31, 1971, Contract Number
csd-2885. ) |

Representing PCI at the meeting:

On-Site Team -

L.J. Rosenbery
R. Schmidt
M.K. Hageboeck

Project Director

L.D. Posner
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SUMMARY OF DEMONSTRATICN OBJECTIVES
AND RESULTS

1. Host Involvement

2. 'LogicaT Framework for Capital Projects

3. Logical Framework for Programs

4, Logical Framework for Contracting

5. Interim Targets: Efficient Use of
Information
Not an explicit objective: "Management
by Objectives"

* 1 = Worst, doesn't work;

© b = Best, exceeds optimistic prior assessment.

*% 2 = 51111 inconclusive
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HIGHLIGHTS

0 Involve the host: he is a better audience
for AID evaluation approaches than is AID.

o Logical framework can lose top

management value when it gets too compli-
cated.
o logical framework is very useful at the

Capital Program level, marginal for capital
projects where capital equates with construc-

tion per se.

0 Important value in contracting -- particularly
' in simplifying TA coordination

Good management is what is important. The Logical Frame-

work is one way of helping good people become better
managers.
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GENERALIZED OBJECTIVES
_ FOR PCI EFFORT ON SITE

PURPOSE

| |

Adapt present evaluation system concepts to embrace management process
for complex, multi-project programs. Specifically, establish whether
and how these concepts should be used as the basis for program design,
planning, implementation, and evéluation.

QUTPUTS
1. Use Logical Framework to summarize and clarify design of an
important program.

2. Adapt "people-organizing” aspects of system through tests of
host, contractor, and other-donor involvement.

3. Use agreed-upon (program-level) Logical Frameworks as the bases
for developing and summarizing implementation plans, and for
allocating management responsibilities within and external to the
Mission.

4, Use logical Framework in "live" contracts and loans, both to test
appiicability and refine concepts for these uses.

Practical Concepts Incorporated
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MISSION-SPECIFIC OBJECTIVES
(BASED ON ON-SITE DISCUSSION WITH MISSION)

PURPOSE

To provide a basis for continued imprOVeménts in planning and manage-
ment within the Ministry of Agriculture.

End-of-Project Status

1. Host management takes actions consistent with plans developed
as outputs.

2. Minister of Agriculture endorses continuation of comparable
planning efferts for other projects.

3. USAID sees important value in completed efforts.

Key Assumptions

1. {Subject to test as AID/W agenda):

"Logical Framework" is adaptable to Toan projects.
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" QUTPUTS
]f Logical framework expressing terminal (success) conditions
{ summarizes marketing Joan project to satisfaction of COBAL
i and USAID.

2. Logical frameworks express yearly targets over course of loan.

3. Llogical framework approach used to draft contracts for TA
portions of project.

" 4. Cadre of COBAL staff familiar with and receptive to logical
framework approach.

5. Recommendations to GOB and USAID for continued improvement
(e.g., extending approach to Agricultural Research Loan)}.

6. Ministry of Agriculture sees value in planning approach and
recommendations.

OUTPUT TARGETS

1. and 2. GOB, USAID; and IDB agree that logical frameworks accurately
summarize project and provide a good basis for managiﬁg,
monitoring, and evaluating the effort.

3. GOB finds drafts capture intent; USAID agrees that there is
a sound, to-the-point, basis for contracting.

4. A1l key individuals identified by ARDO.

5. and 6. USAID positively assesses value and practicality; there is
a clear plan for next steps.

-
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SEQUENCE OF ACTIVITIES

Moderate USAID meetings to summarize their expectations for
overall program. -

Training of host personnel.

Moderate host/USAID meetings to summarize host expectation for
overall program.

—

Joint sessions to clarify program components (e.g., projects).
Sessions with GOB to establish program management organization..
Detailed planning of capital (construction) component.

Setting interim targets and information requirements for program
and selected projects. |

Establish contracting procedure based on project design summaries.

Report to GOB and USAID.

)3
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RESULTS OF HOST/USAID
INTERACTION AT PROGRAM LEVEL

- Good agreement at goal level -- emphasis on how to verify
Important clarifications as to additional projects required

‘Coordination between USAID function, GOB function, and Phases

.1 and 2.
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RESULTS OF JOINT SESSIONS TO CLARIFY PROJECTS

Pinpointed areas where more planning was
needed. )

Thus suggesting short-term TA requirements.

Clarified areas where host expected more than
U.S. could deliver.

"Outputs" at the program level were good
"purposes” for projects. .

Helped GOB plan best use of human resources
(GOB and U.S.).
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" ESTABLISH MANAGEMENT ORGANIZATION
BASED ON LOGICAL FRAMEWORK FOR PROGRAM

"Management by Objectives" made
immediate sense to host.

May solve persistent issues in
coordinating TA.

Good use of scarce GOB management

resources.
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DETAILED -PLANNING OF CAPITAL COMPONENT

0 GOB had access to more detailed plans than
they could use.

0 Logical Framework not convincingly superior
to more traditional methods of summarizing
constructicn plans.

-~

0 CPM had immediate application integrating
market construction into overall program
(e.g., including training).
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INTERIM TARGETS AND INFORMATION REQUIREMENTS

Indicators agreed upon, but
Limited basis for interim targeis

Information requirements postulated, but not yet
actionable.
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CONTRACTING PROCEDURE*

0 - Important benefit to USAID as well as GOB
in

-- (larifying needs
-~ Coordinating TA

-- Reducing administrative burden

* See Appendix c.
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HOST INVOLVEMENT

Logical Framework "insinuates"
management by objectives.

High value for competent host
managers committed to program-
matic success.

USAID may best serve as partici-
pant in the host's management
process.

Move from program plan to program
management organization.
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LOGICAL FRAMEWORK AT PROGRAM LEVEL

Helps everybody.

Defines needed projects.

Suggests much work still to be done in setting targets
and means of verification.

Provides good basis for AID loan monitor%ng, could free
loan committees to help avaluation.

The 4 x 4 matrix can get more complicated than top manage-

ment (e.g., DOM and host Ministers) can use -- suggests
utility of greater brevity or other display device.
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LOGICAL FRAMEWORK FOR PRQJECTS INSIDE LOAN PROGRAM

0 Capital projects not well served where capital = construction.
0 Very useful for TA (we start with the goal)*.

¢ Returns project control to host -- would be difficult where
host is truly incompetent, not available, or not committed.

* "program" output = project purpose.

i ‘ Practical Concepts Incorporated
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* CONTRACTING

Immediate endorsement by GOB
suggests high value to all hard-
pressed host administrators.

Comparable benefit probable to
USAID, in coordination of TA.
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DRAFT LOGICAL FRAMEWORK:

EXHIBIT A to 1/13/72 Fresentation

TCRMIMAL CONDITIOHS FOR

NORTH/ HORTHEAST = AGRICULTURAL MARKETING LOAY

| marmaTIVE SUnRY

OBJECTIVELY VFRIFIABLE IRDICATORS

MEANS OF VERIFICATION

ASSLHPTIORS

GOAL: Cosl Effective
Tood Production -- Dis-
tribution Systen in the
North/ Hortheast.

Batic of {cost to consumer}/(price to farmer) dees not exceed
prespecificd standard {c.g., 20% above that in the Sac Paulo
market.

. : sy
Increase in farmer's real incomc {emphasized for small fariers)
from produce sales effectivenass of distribution system as well
as productivily increases.
seasonal price changes approximate cost of storage plus-novnial
ROI.

~ ~

Consumer price data frow:
1. Vargas loundation

7. COBAL store prices

3. CADEP store prices

4, IBG Data

Farm Price data from:

1.2

Coops
* Voluntary Rzivorks
*  SUDEME/SUDAA

2. Incowe survey in area not reflecting pro-
ductivity gains compared to arcas with
such gains.

3.1

3.2

Market news sevvice data base.

Liew markets coilect data similar to
Sao Paulo markat.

Dysfunctional impact on existing warket
"middle mer" does not exceed value to smali
farmars and Tow Income consumer.

PURPGSE: Efficient
Wholesale Marketing

EI0-0F -PROJECT STATUS

1. Market ncws service data base on selectad

1. Market-tc-market price differentials approximate transpert PFarmers witl act on maroinal price differen-
| System. cost. coods and transport cost estimates devel- ‘tials. Small Farm inefficiencies will not ex-
oped by COBAL. . ceed transporl cost from ethcr producing regior
7. Ratio of price to retailer/price to assembly poinl, or to Tarmer, ;2. Price to reta113r chtained from markst Plong term starage facilities in operation
does not exceed specified standard of - news service deta basc. Farm price cata near markets,
- ) from Coops or voluntary nelworks.
3, Spoilage reduced from (e0%) to {14%) for perishable goods and 3. Samrpling of inputs at wholesale markets "Produce producticn in Horth/Northeast, plus pro
from (10%) Lo {6%) for non-perishable goods. and assembly points. ' duce imported into area will meet demand.
_] 4. Turrover, tons, meets or exceeds % of capacity after 4. FMarket data collection system will furaish  Plmproved agricultural productivity. Retall
3 years, data on turnover to COBAL. system effectiveness and efficiency will be
developed. HMarginal efficiency gains will
not be zbsorbod by retailers.
OUTPLTS ;.
1. North/Mortheast 1.1 Tonnage handled in whalesale warkets is % of 1.1 COBAL progress reports of operation status. | Adequate rural roads,

markets provide appro-
priate facilities accomo-
dating value of whole-
sale (and retail} pro-
ducc exchange.

-1 2. Asscably points pro-
yide effectiva intern
markel mechandsm for
local farmers,

tonnage arriving in cities.
% space leased by type tenant (coop/privaie}.

% space ogcupicd.

Ten assembly points operatc at __

% capacity within three yzars

1.2 Market tonnage 35 a % of cstimated area
tornage in feasibility studies.

2. Operating repovis by Asscmbly Point
Management. .

New markets will stimulate development of alter
native neans for small farmer to sell preduce
(e.g., other assembly points will be built aor
alternative mcans of transport developod.

Spoi!age is due primarily to handling delays
and inadequate storage.




APPENDIX A (cont)

NARRATIVE SUMAARY

OBJECTIVELY VERIFICABLE IHDICATORS 4]

MEANS OF VERIFICATION

ASSUNMPTIONS

3, Effective and offi-
cient operation of mar-
ket facilities (adwini-
stration and mainte-
nance ).

4, Eguivalent produce
grades, weighls, and
measuroes carried in each
market.

5. Information systom
provides accurate and
timely price information
among markets.

6. Coops and extension
agenls conduct programs
in spoilage reduction
and marketing,

7. Federal and state
regulations and policies
coincide with good mar-
keting practices.

8. Plan to develcp a
more effective rctafl
system. -

3.1

o
=3

7.1
7.2

Market administration capable of generating end managing market
income to cover operation and maintenance, and maintain capital
and expansion rescrves.

2 Market personnel cagab]e of carrying ocul esteblishad procedures
and enforcing market regulations,
Average turn-around {delivery/unloading) tiwme reduced to hours
usfng __ men per truck.
Warket has turnover of tons per square meter.

Weighing and grading standards deviate less than % within
a market and less than % from national standards.

Distribution of produce responds to price fluctuations as re-
ported by the market news seryice.

Producers, wholesalers, and retailers regularly refer to the
market news scrvice before deciding when and where to buy or sell.
News service managemeni takes independent and appropriate action
to keep the ncws system operating in spite of difficulties in
personrel retention, equipment, etc.

. farmers trained per year. (Farmer access to market.)

Federal legislation adopted conforms to COBAL recormendations.
State regulations conform Lo federal intent.

Plan specifies policy and system rcquiretents that accomodate
the wholesale system, -

3.1 BHDE audit, or market financial reports.

? COBAL management audit of market
conpanies.

Information gathbred and reported by
market compénies.

Harket statistics on space utilization.

4. EOR inspection.

Market company verifies length of time to
reach their terminal and be posted.

Individual merkets certify data vaiidity.

Individual market companies certify,

6. Cooperative and extensicn agent work
records.

COBAL assessment.
COBAL assecssment.

Assessmants of current spoilage Joss (20% and
10%) are accurate.

Adequate credit will be available to whole-
salers throuch market Toans.

Food processing program will be developed
to accomodate perishable gooas.

IPUTS:

1. Capital construction
program jointly funded
by AID, BNDE, and state/
municipal governmentis.

2. Capital construction
program jointly fundad
by AID, BMDL, and state/

municipal governments,

1,2.

$ 12,060,000 ~ State/local
$ 14,000,000 - DHDE
$ 14,000,000 - AID

-~ Approval of projects by BNDL, USAID, IDB,

- -- Loan disbursements.
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1.0

- EXHIBIT C

APPLICATION OF LOGICAL FRAMEWORK TO
TA CONTRACTING IN BRAZIL - 11/71

Prepare Logical Framework

1.1,
1.2
1.3 .
]l4

2.0

~_
Specify goal and goal targets to clarify overall intent and relation-
ship of the project to larger national objectives.

Purpose and End-of-Project Status (EOPS) must be absolutely clear.
(Means of verifying EOPS can be left open.)

(Purpose is the specific "meeting of the minds" for the contract.)
Outputs and output indicators should be specified as clearly as
-possible. This will clarify what GOB thinks is the best approach

at this point in time.

Specify inputs on]y if required to clarify GOB thinking or to identify
limitations - e.g., $ limits, and availability of GOB resources '
(buildings, commodities, etc.). .

Identify contractors and agencies who may be capable of producing the

3.0

. desired cutputs and who can judge the p]aus1b1]1ty of-the “1f the out-

puts, then purpose” statement

-~

Forward Logical Framework and apﬁropr1ate background information to all

3.1

.3.2

3.3

3.4

3.5

gqualified bidders, and request tnat tney_submtt proposals as follows:

Affirm understanding of -the ptoject purpose and its importance to
GOB objectives.

Comment on the adequacy of the EOPS statement, proposing any modifica-
tions deemed appropriate. i

Comment on and modify the outputs and output targets as required to
present the contractor's best technical judgement as to (1) the minimum
set of outputs that will be necessary and sufficient to achieve the
purpose, and {2) the recommended set of outputs (which may exceed the
minimum to increase probability of success).

Identtfy assumptions, factors outside contractor control, upon which

feasibility of the "if the outputs then purpose" hypothesis depends.

Define the inputs the contractor feels are necessary to produce the
recommended set of outputs. (Specific activities to be undertaken
and specific resources to be consumed.) Specify these activities in
sufficient detail to convince the GOB that the contractor S approach
will result in produc1ng the desired output.

Practical Concepts Incorporated
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3.6

Specify the individuals who will perform contractor tasks, their
responsibilities and when and where they will work on the project.
3.7 Summarize- contractor's approach in a revised logical framework, -an
estimate of costs, and an identification of high-risk assgmptiops.
3.8 Affirm willingness to produce the noted outputs within the time znd
: © cost constraints, and judgment that this will result in the desired
. purpose. {Contractor may propose positive or negative cost incentives. ).
3.9 Contractor should specify when, after contract award, he would have
_ a detailed work plan submitted for GOB approval and the cost i1imitations
he wiTl accept prior to submission of -that plan.
4.0 Select and brief -review committee and establish contractor selection
eriteria and proposal evaluation procedure.
5.0 .As of clesing date for receipt of sea1ed proposais from contractors,
“distribute for review. .
6.0 Select. contractor or contractors with whom to negbtigte.
7.0 Negotiate with one or more contractors to establish mutually agreed-
. upon Logical Framework, price, date of submission for detailed work
plan, cost ceiling prior to GOB approval of workplan, and general
. content of workplan.
8.0 Work plan {typically forwarded within 90 days after award of contract)
shouid:
8.1 Finalize contractor's technical judgment as to the outputs that w111
be necessary and sufficient to achieve purpose;
8.2 Affirm contractor's ability to produce these outputs within the time
and cost constraints;
8.3 Note specific tasks, schedules, and individuals comprising project
’ inputs.

* 8.4 Identify key assumptions upon which achieving purpose depends, and
actions contractor would routinely take if such assumptions fail to
come true.

8.5 Identify specific data, means of gathering the data, and reporting

mechanisms that will provide GOB with quarterly reports independently
tracking:

(1) Input consumption; ) {2) Output production;
(3) Movement toward EOPS; .(4) Status of key assumptions.

Practical Cohcepts Incorporated



EXHIBIT D

RE-EXPRESSING THE LOGICAL FRAMEWORK CONCEPTS -
FOR TOP MANAGEMENT REVIEW: WORK BREAKDOWN
 -STRUCTURE PLUS THE DEVELOPMENT HYPOTHESES

Three key concepts from AID's evaluation system:
(1) "E0GS™ (goal Tevel targets)

——e

(2) Necessity and su%fﬁciency of each level (including
.~ assumptions) to achieve the next

(3) The development hypotheses to ensure objective
evaluation.

Plus the conventional "Work Breakdown” Structure.

Practical Concepts incorporated
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ASSUMPTION:

Quality of Agricultural
Products ensures protein
intake of 10 x 10

tons.

. AGRICULTURAL ..
“SELF-SUFFICIENCY

. No Imports of
. "Food Staples
--or of Basic Agri-
. culture inputs,
C by 1974

N Nl N S I S R e R e

I ’ r o IR, Y, WW__H o ¥ é
l FERTILIZEE WHEAT RICE DISTRIBUTION ASSUMﬁTION
PRODUCTION PRODUCTION PRODUCTION _ :
o2 x 10% tons/yr| |o 20 x 10% tons 80 x'10° tons | |Cost differentiai| | Population
of nitrates between farm and Growth
o5 x 103 tins garget less than 4% Jyv.
phosphates times cost of
transport.
Note: Figures and Program components are at best suggestive.

Any resemblance to any AID Program, 1iying or dead, is
purely coincidental.

Top Management oriented program display that is compatible with
but more graphic than the logical framework.
for means of verification, but aliows this to be dealt with at Tower
management levels.)

(This does not preclude need

Practical Concepts Incorporated




EXHIBIT E

-

TO: Mr H1]]1am L. Rodgers, Chief, ARDO

nde

FROM: Richard E. Schmidt, Practical Concepts }ncorporated
DATE: November 23, 1971

SUBJECT: Adaptation of Logical Framework to Agricultural
Marketing Loan

The PCI effort in Brasilia was directed towards establishing the
validity of the Logical Framework as a useful approach to design
of a project invelving both capital construction and T.A. Its
specific purpose was "To provide a basis for continued improve-
ments in planning and management within the GOB Ministry of Ag-
riculture". The attached document summarizes the intent and
desired outputs.

I will attempt to summarize the specific accomp11shments during
the last two weeks.

Purpose Level

1. The GOB (COBAL) has agreed with the two immediate steps
identified during the study:

+ program-management organization and staffing; and

- program definition team (probably USDA) to finaljze
program plans and draft T.A. proposal requests;

2. This project did not reach the Minister of Agriculture.
The President of COBAL has endorsed the approach. After
completion of one more project (Agriculture Research Loan)
it is agreed that the Minister will be involved;

3. PCI assessment is that ARDO, Capital Projects and Program
Office believe the project has made an Tmportant contri-
bution, especially within GOB. USAID willingness to con-
tinue the effort and extend it to other projects is a posi-
tive indicator. Independent USAID assessment of this point
would be necessary.

Practical Concepts Incorporated



Qutput Level

N
-2

13,

j

»

The following logical frameworks have been prepared:

- Qverall prog?am - terminal condition

- Market construction - terminal and interim

- Market administration -~ terminal

- ']
- Market news - terminal and interim

- Produce classification - terminal and first year

-~ Program definition study - terminal

A tentative guide to using the logical framework for T.A. con-
‘tracting has been prepared and accepted by COBAL. It will be
‘tested after the program definition team completes its work.

‘Four members of COBAL, 1nc1udiﬁg Drs. Chaves and Nunes were
Arained and are positively inclined towards use of the Togical
“framework. COBAL staff have independently applied the approach

to another COBAL project. Dr. Rubens Albuquerque was oriented
by Drs. Chaves, Nunes and Mr. Rodgers. In addition, key staff
of ARDO and Capital Projects were trained in this approach.

Recommendations for extension have been provided and include
the following short-term objectives:

- completion and validation of Togical frameworks and
application to T.A. contracts;

- short-term assistance be provided to COBAL to refine
program management and evaluation;

- extension of logical framework approach to agricul-
tural research;

- extension within USAID of logical framework approach
to other key USAID projects, as determined by USAID.

6. The approach has not been extended at this point beycnd COBAL.

An important assumption in this effort was that the Togical framework
is an approach that could be applied usefuliy to loan projects. Two
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key factors were 1nvo1ved in test1ng the validity .of this assumption.
The first factor involves the differentiation of loan from grant pro-
Jects and in what manner this difference would affect the application
of Togical frameworks The fact that, in this particular project, the
host government s identified strong]y with the-success. of the project
-has made them vitally interested in "adopting improved p]ann1ng and
evaluation. They have exhibited a high level of interest in the
-approach. This interest could be either a function of the strong
.organization (COBAL) or the fact that significant GOB money is involved.
In either case, we have seen no sign that the application of logical
framework is inhibited by the loan (as opposed to grant) and may

have facilitated its acceptance within GOB.
. The second factor to be taken into account is the relative applicability
of the logical framework to a Capital Project, involving both con-
“struction and T.A. The concéntration of ‘the logical framework-upon
positive signs of achievement tends, we think, to shift the emphasis
- slightly away from viewing success in terms of physical construction.

We do not wish to imply that capital projects are viewed only in terms
of "bricks and mortar". )

This application, rather, seems to demonstrate that the logical frame-
work can serve as a useful device for integrating and summarizing

all project components connected with a capital project and, further,
can provide an effective baseline for subsequent evaluation of the
project., The capital projects staff viewed the approach as being
useful to the GOB and, thereby, to USAID. The focus upon utility

- to GOB is consistent with the overall USAID management approach

taken in loans.

" One of AID/W's objectives in this project was to determine the applii-
cability of this approach in other USAID Missions. To this end, it
would be useful if USAID/Brasilia would provide to AID/W an inde-
pendent assessment of this approach. Further, the regional evaluation
conferences would benefit by participation of ARDO in this area.

Practical Concepts Incorporated «



ATTACHMENT

. PROPOSED "LOGICAL FRAMEWCRK™ FOR PCI_EFFORT IN BRASIL

- = —

~
——

! PURPOSE

To provide a basis for continued improvements in planning and manage-

ment'wjthin the GOB Ministry of Agriculture.

End-of-project Status

1. GOB takes actions consistent with plans developed as outputs.

2. Minister of Agriculture endorses continuation of comparable
planning efforts for other projects.

3. USAID sees important value in completed efforts.

Key Assumptions

1. (Subject to test as AID/W agenda):

"Logical Framework" is adaptable to loan projects.

Practical Concepts Incorporated
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OUTPUTS

\\

—_

Logical framework-expressing terminal (success) conditions
-summarizes marketing loan project to satisfaction of COBAL
. and USAID.

Logical frameworks express yearly targets over course of loan.

Logical framework approach used to draft contracts for TA
portions of project.

Cadre of COBAL staff familiar with and receptive to Togical
framework approach.

Recommendatidns tb GOB and USAID for continued improvement (e.g.,
extending approach to Agr. Research Loan).

Ministry of Agriculture sees value in planning approach and
recommendations.

Practical Concepts Incorporated
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QUTPUT TARGETS

-

1./ GOB, USAID, and IDB agree that logical frameworks accurately
2.] summarize the project and provide a good basis for managing,
monitoring, and evaluating the effort.

3. GOB finds drafts capture intent; USAID agrees that there is a
sound, to-the-point, basis for contracting.

4. A1l key individuals identified by ARDO.

5.{ USAID positively assesses value and practicality: there is a
6./ clear plan for next steps.

Practical Concepts Incorporated





