FORMULATION ACTIVITIES AND WORKSHOP: SOME GUIDELINES

Attached herewith is a simplified workshop schedule that could be used during the formulation process. Depending on the experience of the stakeholders and the complexity of the project, more than 2 days may be required to complete the analysis and completion of the logframe matrix.

A more detailed workshop for a Logical Framework planning workshop TOR is attached herewith
.

When formulating the full OI proposal , the following steps could be considered:

Step 1: Prior  to the workshop

Prior to the workshop, the local and Flemish promoter identify the critical stakeholders that are to be invited to a participatory planning workshop (not only representatives of local counterpart institution and Flemish universities, but also broader stakeholders). This will allow for a timely invitation of their representatives. 

Step 2: The Workshop

Depending on the background of the participants, the following workshop components could be considered:

2.1. Sessions with active involvement of critical stakeholders

Those stakeholders that are considered to be critical to the project, should be actively involved in the stakeholder and problem analysis as well as the completion of the logical framework matrix. With reference to the attached schedule, such sessions could be externally moderated. Given the number of participants as well as the different interests represented by them, external moderation could facilitate the discussion and negotiation process. A workshop methodology could be applied. In order to ensure proper participation different working groups could be formed during this workshop.

2.2. With active involvement of only those stakeholders that will be involved in implementation of the project

Following the completion of the logframe matrix, operational plans, budgets and management systems will need to be agreed upon. It may therefore not be appropriate to involve stakeholders who will not be actively involved in the implementation of project activities. A small working group may finalise these activities.

Depending on the complexity of the project and the sensitivities among the stakeholders who are directly involved, as well as the number of participants, external moderation may not be equally required at this stage. These sessions may therefore not necessarily take the form of a workshop, rather they could be meetings of a somewhat more technical nature.

PROPOSED SCHEDULE PCM WORKSHOP OI 

(For shaded sessions external moderation is highlly recommended)

	TIME
	DAY 1
	DAY 2
	DAY 3
	DAY 4

	8:30
	Opening 

Introduction:

· Introduction participants

· VLIR-UDC Policy

· PCM and logframe

· Expectations participants

· Workshop schedule


	Introduction to logframe approach
	Set up of project management structures (administrative, organisational, operational)

Project Monitoring and review system 
	Introduction on monitoring and quality enhancement

Working groups



	10:30-11:00


	BREAK

	11:00-13:00
	Introduction Stakeholder analysis

Presentation and discussion of stakeholder analysis results (was somebody left out?)

Introduction Problem analysis

Actual identification of problems and construction of problem tree (could be done in two groups)
	Formulation and analysis of assumptions (could be done in two groups).

Plenary session:

Presentation and discussion outputs working groups leading to agreement on assumptions. 


	Introduction operational plan

Completion of tentative 5-year operational plan and detailed year 1 plan for content activities
	Plenary session to discuss working group outputs and consolidate monitoring system.

Evaluation and closing

	13:00-14:00


	LUNCH

	14:00-16:00


	Plenary session:

Presentation and discussion outputs working groups leading to agreement on problem tree. 


	Formulation of indicators and sources of verfication.
	Completion of tentative 5-year operational plan and detailed year 1 plan for management activities
	

	16:00-16:30


	BREAK

	16:30-18:00
	Reformulation into Objectives and related strategies

Discussion of alternative strategies and adoption of agreed upon strategy. 


	Means and costs.

Completion and critical review of log frame matrix


	Detailed budgeting. 
	


Annex 1: Draft Terms of Reference:

Moderation Logical Framework planning workshop

1.
Introduction
These Terms of References provide the framework for the organisation of a participatory logical framework planning workshop for the .... project, which will be carried out from .... to ..... The organisation of such a workshop is found necessary due to ....(see following suggestions printed in italic). 

The issue which should be analysed and for which the plan should be prepared is called the "Entity of the workshop". For this workshop the "Entity" will be: ....

In this chapter the prevalent reasons for a participatory logical framework planning workshop should be explained. Such a workshop might be required either at the identification / formulation phase, or at the start of the implementation phase or could be used as a tool during a review mission (mid-term evaluation).

The reasons to have such a workshop carried out might be:

· many different parties will be involved in the implementation of the project

· existence of confusion on the objectives and the approach of the project

· the impression of a biased and not mutually agreed approach adhered to by the implementing agency,

· insufficient commitment of the implementing agencies to the implementation of the project,

· the need to establish priorities resulting from e.g. limited resources,

· the project has serious implementation problems,

· a participatory self-evaluation is required to prepare a revised plan (review).

2.
Objectives of the workshop
At the end of the workshop the (majority of the) participants will have reached mutual agreement / consensus on:

1. the problem identification,

2. the plan which may be presented as a Logical Framework matrix comprising the Project Purpose and corresponding Assumptions, the Overall Objectives, the Results and corresponding assumptions, the proposed Activities required to reach each Result and corresponding Assumptions as well as the pre-conditions, Objectively Verifiable Indicators for the Project Purpose and the Results might be suggested, but will have to be specified in detail later. A Management Matrix showing the Management Purpose and Results (Services received by the implementing agencies / project management unit) and internal capacity building activities.

3. on the distribution of responsibilities of Activities among parties involved,

4. on the rough implementation schedule of the plan.

Depending on the type and complexity of project, type of workshop, the level of detail required, the type of conflicts among participants, the quality of the participants (available information and authority) and the number of effective workshop hours per day, the moderator might not be able to deliver the second and third objectives within the time span of five days. 

The workshop will deliver basic information, which is required to have the proposal document (plan) prepared. Writing of the document will have to be done by the implementing agency, or can be done by a group of participants after the workshop. 

The moderator together with the participants might also get to the conclusion that the scope for a plan is limited and might not be viable. Such a conclusion might be drawn after the discovery of "killer" assumptions or unacceptable hidden objectives. When this is the case the workshop should be allowed to present a negative advice on the continuation of the project formulation process.

3.
Background of the project
In this chapter the client agency will have to describe the context of the project (idea), its historical background, achievements and constraints as well as mentioning the implementing agencies.

4.
Plan of work
The moderator should receive relevant information on the project, the Terms of Reference and the list with possible participants 4 weeks in advance of the workshop. 

Based on the project documentation revealing possible parties involved the moderator should be allowed to propose other relevant participants.

The moderator should arrive at the workshop location 1 day in advance to verify the logistical arrangements and the workshop locality.

Depending on the type and complexity of project, type of workshop, the level of detail required, the type of conflicts among participants, the quality of the participants (available information and authority) and the number of effective workshop hours per day, the moderator will adhere to the following procedures. Whenever the moderator finds it necessary to add, adjust or leave out steps from these procedures (s)he should do so in consultation and agreement of the client agency. Such adjustments will have to be justified in the report.

	BBasic workshop procedures:
	Estimated duration

	InIntroductions


	(hours)

	-
introductions of the participants and of the moderator, 
	1

	-
a short introduction on the logical framework methodology and objectives of the workshop, clarification on the role of the moderator,
	2

	-
participants will write their expectation of the workshop,
	1

	-
establish agreement among participants on the workshop programme and daily time schedule. 
	½

	LLLogical framework procedures


	

	The following sessions are common practise during these workshops:
	

	AAnalysis of the situation:


	

	-
Agreement on the "Entity",
	½

	-
Analysis of parties involved and beneficiaries and their functional relationships,
	2 – 4

	-
Identification of problems related to the "Entity", establishment of agreement on the problems and construction of the problem tree (alternative approaches are optional),
	5 – 10

	-
Reformulation of problems into objectives and construction of the objective tree,
	2

	PProject identification:


	

	-
Discussion on the scoping of the objective tree,
	2 – 5

	PProject formulation:


	

	-
Preparation of the logical framework matrix (Activities can be proposed by small working groups),
	5 – 10

	-
Proposals for Objectively Verifiable Indicators of Project Purpose and Results,
	2 - 4

	-
Establishment of priorities among Results and Activities,
	1

	PPlanning of the implementation:


	

	- 
Preparation of the Management Matrix
	2- 4

	-
Distribution of responsibilities among the Activities,
	2

	-
Preparation of the implementation schedule.
	2

	PPresentations


	

	-
At the end of the workshop a presentation of the achievements of the workshop should be made to higher officials / decision makers who could not be present during the workshop. The moderator should only present the procedures of the methodology, while the participants should present the products developed.
	2 

	EEvaluation


	

	· At the end of the workshop the participants should evaluate their experiences in writing.
	1


5.
Requirements from client organisation
In order to facilitate the organisation of the workshop the following logistical arrangements should be assured by the organising agency:

Facilities:

· The workshop room should have ample wall space to display the various products developed in the workshop: Parties involved sheets, problem tree, objective tree, logical framework matrix and implementation schedule. Large portable boards might serve the purpose.

· The workshop room must be comfortable in terms of temperature and must be spacious enough to have the participants seated comfortably in half a circle facing the wall (U-shape). Only a few tables will be required.

· A flip-over stand with sheets of paper should be provided.

· Sufficient lights to light the products on the wall must be available.

· Simple catering should be made available (drinks and lunches).

· Disturbances of the participants during the sessions should be minimised. It would be highly beneficial to have the workshop organised away from the offices of the participants.

Invitations participants:

· A proper selection of participants should be made based on the following principles:

· the optimum number of participants to allow adequate communication is 15!

· The selection of participants should be such that the most relevant involved parties are adequately represented. 

· The participants should have sufficient information, authority and mandate to commit their organisation to the implementation of the project.

· The client organisation should send invitations to the participants as early as possible. 
· The participants should be informed beforehand on the methodology applied in the workshop and be instructed to adhere to the daily time schedule during the workshop. They should attend the full workshop.

Budget:

· The moderator will present a budget covering the time, travel, per Diem and materials (e.g. reports). 

· The client organisation might have to secure funds for the renting of the workshop facilities and catering.

· In certain situations the client organisation might be required to pay a per Diem and travel allowance to the participants.

6.
Expertise required
The moderator should be a qualified moderator. Indicators for such a moderator could be the following aspects:

The moderator should:

· have attended successfully an adequate training for at least 10 days on the moderation of these participatory planning workshops,

· have carried out at least 5 logical framework planning workshops successfully,

· be independent from the project,

· be fluent in the working language,

· supply the required materials to implement the workshop (coloured cards, pens, brown paper, tape).

The moderator might request for a secretary to assist in the documentation of the products developed during the workshop. 

Code of conduct of a moderator

The moderator will:

· be flexible in applying the LF analysis and planning procedures in accordance with the needs in the workshop,

· stimulate the full participation of all participants,

· not express his / her own opinion or take a position during the discussions,

· not use the information acquired during the workshop for other purposes without prior permission of the organising agency,

· not show clear affiliation with either one of the participants and secure independence,

· will keep his / her patience irrespective of the situation, remain friendly and keep smiling.

7.
Reporting
· A report on the workshop proceedings will be presented within 4 weeks after the workshop.

· The report will be written in the language used in the workshop.

· The main report should not exceed 15 pages.

· The report should be send to the requesting organisation(s), and to each participant of the workshop. The total number reports could be about 25 copies.

The report may adhere to the following indicative contents:
1. Introduction and background

2. Objectives of the workshop

3. Analysis of the situation

3.1. Determination of the "Entity"

3.2. Analysis of parties involved and beneficiaries

3.3. Analysis of problems related to the "Entity"

4. Project identification

4.1. Analysis of objectives and scoping

4.2. Development of the logical framework matrix

5. Project formulation

5.1. Identification of responsibilities

5.2. Preparation of the implementation schedule

6. Dynamics of the workshop

6.1. Participation participants

7. Evaluation

7.1. Expectations of the workshop by participants

7.2. Achievements of the workshop

7.3. Opinions on the workshop methodology

8. Logistical arrangements

8.1. Workshop programme and daily time schedule

8.2. Facilities

ANNEXES

a) Photographs of the workshop

b) Background information on the project

c) Table with parties involved and functional relationships

d) Problem tree

e) Objective tree

f) Logical framework matrix (with priorities of Results and Activities)

g) Implementation schedule

h) List of participants

i) Evaluation versus expectations workshop

j) Itinerary

k) Terms of Reference

Only in very exceptional cases and with the approval of the participants in the workshop the moderator might be requested to express his / her own opinion on the project or present recommendation to the implementation of the project.

8.
Time schedule
Depending on the type and complexity of project, type of workshop, the level of detail required, the type of discussions among participants, the quality of the participants (available information and authority) and the number of effective workshop hours per day, the number of days involved for the moderator might be estimated according to the following indications:

Preparation:





2 - 3 days

reading project documentation

agreement on "Entity"

agreement on participation

preparation of materials

negotiations on the ToR and contract


Workshop implementation:



4 - 8 days 

Travel and logistical set-up / briefings:

3 - 5 days

Reporting and presentation:


4 - 6 days
Total time involved for the moderator:

13 - 22 days

Logistical arrangements required for the organisation of a participatory workshop

Workshop room 

The room in which the workshop will be organised should be spacious enough and must have ample wall space to stick the different visualisation sheets in such a way that all the 15 participants can sit in front of it organised in half a circle or in U-shape. In the course of the workshop tables will be removed. Preferably the room should have two walls at right angles to each other which can be used to stick the papers on. Depending on the complexity of the projects each wall space should be 4 - 5 meters wide. Sometimes large movable boards have served the purpose.

Note that hotels may have nicely decorated rooms with wall paper on the walls and as such may not approve the sticking of tape on it!

Be aware that most rooms (in the tropics) are fitted with windows, which in most instances cannot be used to stick big sheets of paper on.

The localities must be quite comfortable in terms of lights, seats and temperature so that the participants can participate in the workshop comfortably during the often long sessions.

Silent air-conditioning is ideal. Ceiling ventilators may make a lot of noise when their speed cannot properly be controlled. Moreover, the wind generated from the ventilators may lift and move the cards that are stuck on the wall sheet.

In quite a number of instances loose bright light stands were required to light the presentation on the walls (lighting in rooms can often not be directed onto the walls, however an overhead projector can be a very effective alternative!!).

Equipment

The workshop requires a white board, an over-head projector with large screen and a flip-over stand with sheets of white paper. These materials and equipment should be made available at the seminar location by the organising party and will not be brought by the moderator!

Workshop location

It has been proven to be very effective to have the workshop organised preferably at some distance from the offices of the participants. This will reduce inconvenient disturbances by office duties.

Catering

During the workshop good catering facilities for drinks and lunches will have to be present. This will motivate the participants to contribute wholeheartedly to the participation of the seminar in spite of the often long and tiring sessions.

Participants 

The workshop is intended to involve and hear representation from all the major stakeholders. Of particular importance is the participation of the various types of beneficiaries. The optimum number of participants is fifteen (15)!  A larger number will seriously affect the effectiveness and impact of the workshop. Some participants will not be able to benefit from the visualisation of the method and will withdraw from active participation during the discussions. 

Daily time-schedule

It should be made clear that all participants must attend all the sessions of the workshop. Major efforts must be made to avoid disturbances from outside during the sessions. 

A daily time schedule will be proposed at the start of the seminar. This schedule might not necessarily have to follow the normal working hours. Normally the sessions run from 9.00 until 17.30 hour's.

Materials to be brought by the moderator

The moderator will bring or send in advance the materials required for the workshop facilitation (coloured cards, felt pens, tape, brown wall paper).
� Taken from the PCM BTC Training Manual developed by PCM Group BVBA.  





