PROJECT INTITATION/GENERATION AND 
PROJECT MANAGEMENT METHODS AND PRACTICES
The following tasks and excercises are planned for a thorough and deeeper analysis of the project management-cycle, implying group-work in order to develop the skills – mainly – for generating relevent and effective projects. The tasks are related mainly to the first two phases of the cycle, the initiation and the planning process.
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The following problems, questions should be used for tasks, group activites:
1) Thousands of people get to hospital/die due to severe weather condition in Southern-Europe / North-America during summer.
2) Thousands of people lose their jobs and revenues due to drought each summer all over the world.
3) Each year about 25 000 square kilometer rainforest is eliminiated in Brazil, equaling the loss of the carbon sink effect of about 275 000 tons annualy.
Identifying project goals i.e. generating projects based on problem analysis and definition – group work
Use the following methods to identify the problems, the main cause of a problem that should be solved with a project. It is important to note, that using one poblem identification method is NOT enough for the description of the problem, for an in-depth understanding of the problem. Please, identify and analyize the problems (and in the framework of the second task the solutions) as thoroughly as possible. Use the following methods to prepare a thorough and deep understanding of the problem, which is the first step for the identification of a project.

METHOD 1: THE 5WHY’S METHOD
The 5 Whys method allows uncovering the root cause of a problem by simply asking "Why" five times. This interrogative technique is one of the most effective tools for root cause analysis in Lean management. The 5 Whys method is part of the Toyota Production System and an essential approach to problem-solving. Developed by Sakichi Toyoda, a Japanese inventor, and industrialist.
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How Do You Perform 5 Whys Analysis?

The 5 Whys technique may help you achieve continuous improvement at any level of your organization. The 5 Why’s process typically includes the following steps.

1. Form a Cross-Functional Team
Try to assemble a team of people from different departments. Each representative has to be familiar with the process that is going to be investigated.
By forming a cross-functional team, you are going to receive unique points of view.
This will help you collect enough information to make an informed decision. Be aware that this is not an individual task, and it needs to be executed by the team.

2. Define the Problem
Discuss the problem with the team and make a clear problem statement. It will help you define the scope of the issue you are going to investigate.
This is important because investigating a wide-scope problem may be a time-consuming exercise with blurred boundaries. Try to be as focused as possible to find an effective solution in the end.

3. Start Asking "Why"
Empower one person to facilitate the whole process. This team leader will ask questions and try to keep the team focused. The answers should be based on facts and real data, rather than on emotional opinions.
The facilitator should ask "Why" as many times as needed until the team can identify the root cause of the initial problem.

Advice 1.  Don’t ask too many Whys. If you keep going, you may end up receiving tons of unreasonable suggestions and complaints, which is not the purpose. Focus on finding the root cause.
Advice 2.  Sometimes there could be more than one root cause. In these cases, the 5 Whys analysis will look more like a matrix with different branches. This may even help you detect and eliminate organizational issues that have permanent negative effects on overall performance.

METHOD 2: THE PROBLEM-TREE METHOD
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METHOD 3: ISHIKAWA’S (FISHBONE) METHOD/DIAGRAM, THE 5M / 8M METHODS
Kaoru Ishikawa is a Japanese professor, who elaborated one the most-widely used methods to identify root-casus. The root cause analysis (RCA) is a method of problem solving used for identifying the root causes of faults or problems. It is widely used in IT operations, manufacturing, telecommunications, industrial process control, accident analysis (e.g., in aviation, rail transport, or nuclear plants), medicine (for medical diagnosis), healthcare industry (e.g., for epidemiology), etc. 
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Root cause analysis is a form of inductive (first create a theory [root] based on empirical evidence [causes]) and deductive (test the theory [underlying causal mechanisms] with empirical data) inference. RCA can be decomposed into four steps:
· Identify and describe the problem clearly
· Establish a timeline from the normal situation until the problem occurs
· Distinguish between the root cause and other causal factors (e.g., using event correlation)
· Establish a causal graph between the root cause and the problem
RCA generally serves as input to a remediation process whereby corrective actions are taken to prevent the problem from recurring. 

Ishikawa’s method the 5M methods are used mainly in manufacturing, but it is also possible to use these methods – combined with other methods – to identify and manage problems not related to the productive sector as the originating factors cannot be others than the factors used in 5M and 8M.  

The 5 M’s
Originating with lean manufacturing and the Toyota Production System, the 5 Ms is one of the most common frameworks for root-cause analysis: 
· Manpower / mind power (physical or knowledge work, includes: kaizens, suggestions)
· Machine (equipment, technology)
· Material (includes raw material, consumables, and information)
· Method (process)
· Measurement / medium (inspection, environment)
These have been expanded by some to include an additional three, and are referred to as the 8 Ms: 
· Mission / mother nature (purpose, environment)
· Management / money power (leadership)
· Maintenance

METHOD 4: THE OBJECTIVE-TREE

The 'negative situations' of the problem tree are converted in 'positive achievements'. These positive achievements are in fact objectives, and are presented in a diagram of objectives showing a means/ends hierarchy. In this sense, the indicative means by which ends can be achieved should be included.
· Reformulate all negative situations of the problems analysis into positive situations that are a) desirable and b) realistically achievable
· Check the means-ends relationships to ensure validity and completeness: Cause-effect relationships are turned into means-ends of the hierarchy
If necessary:
· revise statements
· add new objectives if these seem to be relevant and necessary
· delete objectives which do not seem suitable or necessar
Example for an objective-tree:
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METHOD 5: THE LOGICAL FRAMEWORK APPROACH

The Logical Framework Approach is a planning methodology, adopted by many international organisation, as particularly adapted to capture all elements involved in the design of an intervention implying intangible results (I.e. behavioural changes). Since 1993 it has become the main instrument of the intervention cycle management of the European Union, which contributed directly to its development.
What can it be used for?
The Logical Framework Approach supports the design of an intervention. Its main output, the Logical Framework Matrix, summarize in a single framework the main characteristics and specification of intervention, including measurement indication, becoming an relevant tool of the monitoring and evaluation process.
When can it be used?
The Logical Framework Approach is used in the intervention cycle from identification to closure.
What are the strenghts of the method?
· It provides a structured way to integrate analytic and planning tools in designing the intervention, providing a reference tool, the Logical Framework Matrix, which can be used in all phases of the Intervention cycle
· By systematically addressing assumption and risks highlighted in the analytical phase, it increases the chances of success of the intervention by linking and adapting it to the surrounding context.
What are the limitations of the method?
· The Logical Framework Approach is a very effective design tool only if it integrates consistent preparatory analysis (context, stakeholder, public policy etc.) and is kept aligned to the intervention context. It does not replace sound professional judgement nor experience.
[bookmark: _GoBack]The logical framework approach:
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Practical application:
The Logical Framework Approach starts with an analytical phase, where all needed context analysis, (i.e. Public policy, Stakeholder, Gender etc.) are performed to define the broad rational of the intervention.

Those analysis are generally performed during the identification phase, and will be progressively fine-tuned, in an iterative process, along the whole design phase. They contribute to providing evidence supporting the chosen strategy, and the relevance, credibility and feasibility of the planned intervention.
Toward the end of the intervention design process, planning tools (Activity Based Costing, Activity and Resource schedule) are applied to define the timespan of the intervention as well as the required inputs. Both time and inputs planning should be outcome-based - which is, specifically lined to the intervention and its context, providing additional evidence of the feasibility of the intervention, from the timing, quality and cost perspectives.
The key output of the logical framework are the Intervention Logic and the Logical Framework Matrix (Logframe). The intervention logic is the way an intervention is expected to achieve its desired results, including underlying assumptions about the causality and interaction between the intervention, its inputs, activities, outputs, outcomes and impacts, in the context of the intervention.  The Logical Framework Matrix, represents the totality of the intervention within a structure connecting three interdependent elements: the Result Chain, showing the causal link leading from input to the expected impact; the Assumptions, linking the intervention to its specific context; and the Indicators, allowing measurement of intervention progress:
Results chain – the key indicators of a prject
Results are the changes to which the intervention aims to contribute within the given context. 
While the results chain may include inputs and activities, the term 'results' refers to outputs, outcomes and impact. Outputs are the products, capital goods and services that result from an intervention; they include changes in knowledge, skills, or abilities produced by the activities and are under its complete control. Outcomes (or specific objectives) are the short-term and medium-term effects of an intervention’s outputs;  they are under its direct influence, but not under its direct control. Impact (overall objective) is the long-term change the intervention aims to contribute to, but which can only be indirectly influenced.
The starting point for the formulation of the results chain is the problem analysis. Preconditions are events that need to occur to allow full implementation of the intervention. These may be the approval of a by law or the completion of necessary infrastructure and must be considered in terms of risk. Results are built into the logical framework matrix and matched with assumptions at the output and outcome levels.
Assumptions
They represent external conditions that are necessary for the success of intervention. Assumptions are formulated based on the context and risk analysis and are explicit in the logframe at the levels of activities (in contract logframes), outputs and outcomes.
They are not under the control of intervention management and should not be too critical: if assumptions do not hold, they should not completely impede successful implementation of the intervention. In the design  phase, assumptions should progressively reflect a more focused context and risk analysis. The risk analysis should therefore cover internal factors which will eventually be faced at the operational level (e.g. resource management, delivery, and implementation). This assessment should lead to a clear decision on how to deal with the identified risks (risk response) and to the design of a risk management plan. Potential mitigation measures will be studied, developed and integrated into the intervention design as a risk management plan. Regarding the environment, for example, environmental management plans or climate risk management plans may be developed. All associated costs need to be included in the budget estimate.
Indicators
Indicators are quantitative or qualitative factor or variable of interest, related to the intervention and its results, or to the context in which an intervention takes place. They are a factor used to assess performance and to measure result statements, their actual value providing evidence what expected results have or have not achieved. Indicators should follow RACER criteria (in EU projects):
· Relevant, closely linked to the objectives;
· Accepted by the partners;
· Credible for non-experts, unambiguous;
· Easy to monitor;
· Robust against manipulation.
· Indicators should include a clear unit of measure and be formulated in a neutral way:
· For quantitative indicators: "number of", "percentage of" or ratio, rate, index, etc.
· For qualitative indicators: "status of", "degree of", "level of", "extent to which" etc.
It should be noted that a quantitative variable could also be integrated in the assessment of progress for qualitative indicators (such as, for instance, allocating sufficient funding as a percentage to a policy which can assess the extent to which the policy is effectively implemented).
Operational managers should ensure that indicators are well suited for monitoring the results statement (output or objective) for which they are being proposed. This means that:
· Output indicators measure the direct results (goods, services, benefits);
· Outcome indicators measure the change in behaviour of the target group. This can be done considering the employ of goods and services provided by the intervention with and without the intervention;
· Impact indicators measure long term macro-changes influenced by the intervention.
Data sources 
Data sources are the primary location from where information originates. They should be relevant, trustworthy, attainable and regular.
Internal sources are those generated by the intervention. They can include reports of different kinds, analytical studies, assessments, surveys and other types of statistics. Depending on what is being studied and how closely it is related to the intervention, these sources could be relevant for output, outcome or impact level indicators.
External sources are most frequently (though not exclusively) at outcome and impact levels, because the related indicators focus on change of behaviour of our target groups and long-term changes that are not under the complete control of the intervention:
· For impact-level indicators, external sources may include national SDG data or statistical platforms of international development partners;
· For outcome-level indicators, external sources usually consist of national statistics or data from any external reviews, conducted mostly by development partners;
· For output-level indicators, external sources include data provided by the intervention's main counterparts and beneficiaries, which can complement data sources provided by implementing partners.
The ’logic’ of the logical framework matrix
[image: Logical Framework Approach in a Nutshell – WAP Consulting Group]
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