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PREFACE
l

conduct thorough analyses prior to project planning

l

set clear objectives for your project

l

identify realistic outputs and present activities coherent with the objectives and outputs

l

establish sound indicators to guide assessment of your progress towards the objectives

l

identify assumptions and risks of importance to successful implementation of your project

l

present in a clear and coherent way your objectives, outputs, activities and assumptions/

PREFACE

risks in a LFA-matrix
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ABOUT THIS HANDBOOK
This handbook is the product of joint efforts of the 14 partners to
the PACT project, conducted under the EU Commission’s TEMPUS program, project number: 544047-TEMPUS-1-2013-1-GETEMPUS-JPGR.
The handbook was drafted by Johnny Baltzersen, University College Capital, Denmark based on an outline presented at the 3rd
partner meeting in Barcelona in October 2014, followed by drafts
introduced and discussed at the 4th and 5th partner meetings in
Tbilisi/January 2015 and Vienna May 2015, respectively. This final version of the handbook also reflects experiences from the first
rounds of training in March-June 2015 organized at the Caucasian
partner universities.

PREFACE

The handbook and the curriculum (WP 4.2) are two interrelated
and mutually supporting deliveries of the project.
As Caucasian partners to the project emphasized the need for a
broad and generally applicable training in project development,
partners unanimously opted for a handbook/curriculum based on
the logical framework approach, i.e. the most widely used framework for project development. In this perspective, the handbook/
curriculum deviates from the intentions presented in the application to the Tempus Programme.
The handbook consists of two parts: Part 1 introduces the logical
framework approach/LFA as such and works organically with the
curriculum (deliverable 4.2). In order to provide easy access to a
variety of additional LFA-related project development tools, the
deliverable report 2.1, i.e. ”project development tools” under the
current Tempus-project appears as Part 2.
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INTRODUCTION
Purpose

The handbook is one outcome of the EU-Tempus project: Project Actor’s Capacity Training/
PACT and is thus a key source for the curriculum on project development training of staff
from partner universities in Armenia, Azerbaijan and Georgia.
Prior to the drafting of the handbook project
partners gave their suggestions to which tools
could be useful in project development. The
tools are compiled and presented in the ‘deliv-

erable report 2.1. – project development tools’
included in the handbook as ’part 2’.
The handbook is an attempt to place many of the
tools within a logical planning sequence applying the logical framework approach as the guiding model for effective project development.
On completing training, involving face-to-face
sessions and online exercises, participants should
have gained knowledge and skills about project
planning and design based on the logical framework approach widely – explicitly or implicitly present in most externally funded project application procedures.

9

INTRODUCTION

This handbook aims to assist project developers
in planning and designing projects for external
funding.

Didactic principles and methodology
Together with the curriculum the handbook supposes to supports project development and design through a number of interrelated didactical principals
and methods:
l

Balance theory and practice

l

Trainees apply their own project idea(s) to the training

Project idea(s) are thoroughly analyzed and transformed into project plan
at end of training

INTRODUCTION

l

Flexible/blended learning: combine face-to-face sessions (2x2 sessions of
three days – at the beginning and at the end of the training) with e-learning
sessions (four sessions between start and end)
l
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The handbook has 8 chapters:

1

2

The LFA and its core elements and steps – an overview, presenting a brief outline of the main content and steps to be applied and
followed in the LFA.

3
4

Before planning the project reminds the planner of key issues to be
scrutinized before embarking on project planning.

The project analysis stage takes the reader through the primarily
external factors influencing project planning.

5

Choosing the project is about the dynamic interrelationship between resource/input analysis, objectives and sub-objectives and
the long-term sustainability potentials once the project is completed.

INTRODUCTION

Logical framework approach/LFA – Beauty and Beast introducing the founding rationale of what some call a ”method”, others an
”approach” or a ”framework” guiding efficient project planning and
design. The chapter also briefly discusses some of the acknowledged
advantages and disadvantages attached to the LFA.

6

Planning the project guides the planner through adequate identification and ensuring coherence between core elements of the
LFA, i.e. objective(s), inputs, activities, outputs, indicators, assumptions and risks.

7
8

Summarizing the LFA matrix wraps up the planning chapter and
gives the project developer an easy overview of the matrix content.

INTRODUCTION

Annexes: include a glossary explaining the core concepts and terminology applied in the handbook and also contains the tools developed by the PACT project and utilized for the training-of-trainers
prior to the drafting of the handbook and the curriculum. In addition
selected EU tools for project planning are included as a separate volume, i.e. Part 2 of this handbook.

12

The handbook and the curriculum a dynamic interrelation
The handbook is first of all drafted to support training
in project development under the PACT project, which
means that the handbook should be read and used in
a close and dynamic relationship with the curriculum
also drafted for the PACT project.

INTRODUCTION

The handbook supports the implementation of the curriculum, which explicitly refers to particular chapters
of the handbook. In other words, trainers and trainees
will find specific references to the handbook in the various lesson sections of the curriculum, which will also
include learning outcomes and proposals for related assignments and exercises.
However, the handbook is also assumed to be used for
training in project development beyond the life-time
of the PACT project when trainers may opt for training programs, lesson sequences and methods different from the ones attached to the PACT project. Thus,
learning outcomes and exercises are placed in the curriculum providing future trainers with no predetermined use of the handbook.
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LOGICAL FRAMEWORK APPROACH – BEAUTY AND BEAST

CHAPTER 1

CHAPTER 1

LOGICAL FRAMEWORK
APPROACH – BEAUTY
AND BEAST

The rise of the logical framework approach
(henceforth LFA) as a model for project development (and management) dates back to the
1960s. Since then it has taken centre stage in
most donor-funded projects addressing development in countries across the globe.
LFA was created to underpin planning and implementation of development projects, i.e. activities designed to reach particular goals, within a defined budget and in the course of a given
period.
Although explicitly present as a model for development projects in low-income countries,
LFA often constitutes what ”a good project” is
by project developers in general and project donors/sponsors in particular.
For project sponsors the beauty of LFA is that
it provides a relatively simple overview of what
the project developer has in mind, i.e. what the
objectives are, what kind of activities and outcomes are perceived to fulfill the objectives and
how the achievements would eventually be assessed based on clear and transparent indicators. In other words, the LFA offers donors/
sponsors a comprehensive model for assessing
whether the applicant has a clear and rational
understanding of the project processes from
start to end.
14

From the project developer’s position the LFA
provides a planning framework demanding
coherence between the various steps of the
planning (and implementation) process and it
reminds the developer to critically examine internal and external factors that are likely to influence the project, its activities and outcomes,
including its sustainability and dissemination
potential.
The underlying ‘philosophy’ of the LFA is that
an identified problem can be (1) addressed by
identifying objectives representing the changed
situation/overcoming the problem; (2) influenced by certain activities leading to (3) particular outputs and (4) pre-defined outcomes,
i.e. overcoming the problem and leading to improved conditions or (5) lasting impact.
As will be clear from the following chapters the
LFA model applied in this handbook operates
with slightly different categories, although the
basic principle of logical interrelationship between the various elements is the same.
In its rigid form LFA presents a ‘logical’ connectedness between problems, activities and
outcomes that may only exist on paper and ignores the complexity, dynamics and thus often
the unpredictability of development processes
and human interaction.

It is against this background that this handbook
should be seen and used. The LFA is considered
a guideline, not a standard recipe or a straitjacket.

Utilized within university settings where designing research and study related development
projects prevail a fully-fledged LFA design may
appear overwhelming and disproportionate.
Project developers will need to carefully scrutinize the LFA and choose elements of relevance
and leave out others.
While funding from EU programs may dominate
project applications from Caucasian universities
it is assumed that universities and their staff may
also opt for other potential sources of funding.
Hence, the handbook and the curriculum aim
to support general and comprehensive capacity
building in project development rather than addressing one particular application format and
procedure only.

Box 1: Logical sequence of elements in the LFA concept
Objective(s)

Inputs

Activities

Outputs

Outcomes

Impact
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LOGICAL FRAMEWORK APPROACH – BEAUTY AND BEAST

Nevertheless, and utilized in a dynamic and flexible manner, the LFA provides clarity in project
planning, whereby clarity is considered critical
by donors/sponsors. A fair assumption is that
the clearer the project has been formulated the
better it will be for the project developer to obtain external support/financing and to eventually implement and evaluate the project – en route
and at the end.

Projects differ in character, complexity, time
frame, target groups, stakeholders and in many
other ways. The relevance and efficiency of the
various tools and steps of the LFA based project
development process introduced in this handbook should be utilized and applied with critical
scrutiny.

CHAPTER 1

LFA has, for these and other reasons, been criticized for being simplistic and too focused on
problems rather than on existing resources and
potentials. When rigidly applied to project management LFA may tend to take away focus from
actual events, achievements and experiences not
reflected in the LFA framework. Some donors
have thus developed alternative models, e.g. Results Based Management, offering more flexibility in adjusting project implementation to accumulated or non-perceived factors.

CHAPTER 1
NOTES

NOTES
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CHAPTER 1

NOTES

NOTES

17

CHAPTER 2

CHAPTER 2

THE LFA – AN OVERVIEW

THE LFA - AN OVERVIEW

The LFA is a planning model facilitating thorough analysis of internal and external factors influencing the project under consideration. Once
such factors are identified and analyzed, the LFA
assists the project developer in checking coherence and clarity across the analysis and the activities that are supposed to deliver the outputs
and outcomes that eventually solve the problem
in question. As indicated in the ‘Project Development Tools’ (see Part 2) numerous elements – or
tools – could be applied to the LFA. Similarly,

various procedures and steps could be envisaged,
and one way forward in using the LFA may not
be more efficient than another. Eventually, what
matters is to have not only a logical approach but
also one that facilitates the best possible double-checking of coherence and clarity between
various elements and steps and gives an easy, accessible overview of the entire project. This handbook, which is closely related to the curriculum
for training in project development, invites the
project developer

Box 2: Dynamic relationships LFA
Objectives

Indicators

Inputs

Outputs
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Activities

Thirdly, to design the project from identifying
clear objectives over inputs, activities, outputs and
outcomes to criteria/indicators used for assessing
the successful implementation of the project.
l

Fourthly to feed the various elements into an
LFA matrix facilitating a final and complete overview of the project, which assists the project developer in conducting a critical crosschecking of
clarity and coherence.
l

The figure demonstrates that the ‘logic’ of the
logical framework approach, the LFA, requires,
e.g. that outcomes can be justified when scrutinized against inputs and activities, that there is an
understandable relationship between objectives
and indicators, and so on. A good project and a
strong application is one where the project developer convincingly demonstrates such relationships in the project design.

19

THE LFA – AN OVERVIEW

Secondly, to conduct a quite extensive analysis
of factors and relations that would influence the
(internal and external) support for the project before moving on;
l

Although the project development process appears linear in its progression and summarized
in a LFA matrix it should be emphasized that the
demand for clarity and coherence requires thinking of the LFA also in non-linear and dynamic
dimensions. The following figure is meant to remind the project developer of interrelationships
– and thus the need for clear coherence - between
the various elements in the LFA model.

CHAPTER 2

Firstly, to carefully consider how the project in
question meets internal (institutional) and external (donor) requirements;
l

CHAPTER 2
NOTES

NOTES
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CHAPTER 2

NOTES

NOTES
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CHAPTER 3

BEFORE PLANNING THE PROJECT

CHAPTER 3

BEFORE PLANNING
THE PROJECT

Designing and formulating a good project is a
major undertaking. Ideas about objectives, resources, activities, outputs and outcomes etc.
will need to be worked through several times,
cf. the above emphasis on the dynamic interrelationship between the various elements and steps
in the project design.

There will probably be a difference in such demands and conditions whether you are planning
an individual small-scale research project or
whether you together with colleagues are opting
for a larger scale research and/or development
project with particular target groups or beneficiaries.

Before engaging in developing a project it is
recommended to carefully study whether the
project in question meets the requirements at
your institution and whether it is in accordance
with the demands and conditions established by
the external donor/sponsor that would be approached for funding.

In the former case the elements and steps
envisioned in this handbook may be a little
‘overkill’, although the demand for clarity and
coherence also applies to individual research
projects designed for external funding. For an
individual research project this handbook may
serve primarily as an inspiration and reminder

22

Submitting an application – no matter how well
its LFA-based design is - not fully complying
with established conditions is likely to be ignored by the donor/sponsor in the first round
of assessing applications.

BEFORE PLANNING THE PROJECT

With medium-to-large-scale research and development projects, internal institutional as well
as external donor/sponsor conditions should
be thoroughly scrutinized before embarking on
the time-consuming effort it takes to develop a
project that is likely to prove its attraction for
external funding.

Most donors/sponsors will have guidelines and
application forms including various templates
and budgeting guides that need to be carefully
filled out. In some cases donors/sponsors operate with calls outlining what kind of projects will
be covered by the particular call.

CHAPTER 3

to the project developer, rather than a guide on
all the elements and steps and their interconnectedness, which apply to medium-to-largescale projects.

23

CHAPTER 3
NOTES

NOTES
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CHAPTER 3

NOTES

NOTES
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CHAPTER 4
THE PROJECT ANALYSIS STAGE

INTRODUCTION TO THE PROJECT
ANALYSIS STAGE
Once various conditions (internal and external) for project development
- and implementation - are clarified it is time to enter the project analysis
stage. This chapter will introduce analysis of context, problems, stakeholders, target groups, SWOT and risks.

CHAPTER 4

However, prior to analyzing specific factors influencing project development it could be useful to scrutinize the (your) project concept as
such. This step is most important when engaging in research and development projects involving colleagues or external partners or specific target groups. An open-minded approach to inviting colleagues/partners/
stakeholders to discuss the project idea would mostly likely add to the
quality and clarity and not least to the joint ownership in projects with
different partners.
The following sequence of analysis is just one possible way forward.
Sometimes, e.g. in development and/or applied research projects addressing particular segments of a population, it may be useful to start
with a target group analysis. In other cases, a proper starting point may
be the problem analysis. Whatever analysis comes first or last it is important to cross-examine the various analyses and identify what findings
have implications for the project design. It should, for example, be clear
how the problem analysis corresponds to the context or whether you
have identified any issues related to stakeholders that may influence the
SWOT analysis.
Again, while the analysis and project development approach in the LFA
appears logically linear its various elements and stages are dynamically
interrelated.

26

In simple terms a context analysis examines and
describes in a wider perspective the internal and
external factors constituting the conditions/situation – in time and space – under which a project is
developed and later put into operation. Such factors may be of a political, economic, social or cultural nature. Projects with a business dimension
would also need to analyze what the market and
competition looks like. The SWOT analysis introduced later in this handbook is sometimes consid-

ered part of or a contribution to a context analysis.
When developing an individual research project, the context analysis could imply mapping
out existing research in the field in question
and thus using the context analysis to argue or
justify the need for further research. Further,
context analysis used in individual research projects reminds the researcher – and here also the
project developer – that she/he is not working
in isolation and that a number of factors have
influenced and will influence the research. Context analysis also helps researchers to argue for
what to them may appear self-evident but which
is not obvious to the outsider.
An application for external funding of research
may weaken its chances for approval if not
placed clearly within the wider context constituting the particular field or discipline.

27

CHAPTER 4

Any project will be developed and eventually
implemented within a particular context, which
may also be phrased as a particular environment
and/or situation. Some context analysis is not
much different from situation analysis. A comprehensive context analysis is required by all
major donor agencies as a core part of any significant development intervention.

THE PROJECT ANALYSIS STAGE

4.1 Context analysis

CHAPTER 4

THE PROJECT ANALYSIS STAGE

4.2 Problem analysis - objective analysis
While the context analysis looks at the
wider picture within which a project
will be developed and implemented
the problem analysis addresses the
multiple problems that have relevance
for the justification of an intervention
guided by the project under drafting.

tion – for people or the environment
or whatever – problem analysis entails
finding the roots and the causes of
problems prior to identifying possible
solutions delivered through related inputs and activities leading to intended
outcomes.

A good problem analysis will provide
an overview of the myriad of problems
that one way or the other awakens the
interest and need for research or development interventions and it discloses
how such problems relate and interact.

Again, this simplified understanding of
cause-effect is the Beauty and the Beast
of the LFA. Beauty, because it provides
the project developer – and not least
the donor – with a clear overview of
linear relationships between elements
present and influencing factors. Beast,
because very little in this world, especially social relations or interactions
between individuals and society, is so
simple that it can be understood as linear cause-effect phenomenon.

In research projects a sound problem
analysis will guide the flow of the research including data collection and
compilation, assist the formulation of
the overall research question and prevent the researcher – project developer
– from indicating the hypothesis and/or
preliminary conclusions (outcomes) of
the research not coherent with the problems that the research claims to address.
In development projects aiming to
intervene and improve a given situa-

Rather than ascertained as cause-effect
related, problems of socio-cultural
nature would be analyzed within a
phenomenological and/or a socioconstructivist understanding shedding
light on assumptions and perceptions
based on values.

4.3 Problem tree – tree of objectives
Various methods and tools are available to assist in the problem analysis. This handbook will focus on the
problem tree in two versions, one for
a research project and another for a development project. However, there are
other tools that may be useful, e.g. the
fishbone analysis, the force field analysis or the cause-and-effect trail.
28

A problem tree ideally provides an
overview of all the known causes and
effects of an identified problem. Note
that there is often more than one cause
of a problem and your project may not
be able to overcome all of them. Thus
consider their likely impact on your
project and focus on what is realistic to
tackle within the perceived project.

Widely, the problem analysis is finalized with the formation of a problem
tree, which is graphic presentation of
how the various problems are interrelated in terms of cause and effect. At
the bottom of the tree indicated problems are the ’roots’ of the tree. The
further down you go, the closer you
get to the root causes.
The interconnections between cause
and effect are disclosed by how each

THE PROJECT ANALYSIS STAGE

In this perspective the core problem is
what is sought to overcome provided
the interventions (activities) lead to
intended and successful outcomes.
A too vaguely or broadly formulated
problem will appear to have too many
causes and effects and it is unlikely
that one single project can successfully
address all of them. Donors are typically reluctant to support relatively
small projects addressing too many
problems, causes and effects at the
same time.

problem leads to others. Preferably
– recalling the need for clarity and
coherence – you should establish the
clearest possible connections between
causes and their respective effects. It
should be noted, however, that often a
cause may have several effects, just as
one effect may emerge from a number
of different causes. Ideally a process of
prioritization should apply and eventually you should identify the most
important interrelations.
Building a problem tree is in by no
means an easy task and disagreements
among colleagues and partners on
how problems are interrelated are not
unusual, however, open-minded discussions on the interrelationships and
the importance of various problems
and their causes and effects typically
add to the quality of a project.

CHAPTER 4

A problem tree graphically discloses
the context in which the problem is
placed and it facilitates an overview of
the complexity.
There are several formats for a problem
tree. The following takes its point of
departure in the identification of what
here is phrased as the core problem.
Next the related causes and effects are
mapped out guiding the interventions
preferred to overcome the problem.

It should be emphasized that a problem tree – like the entire LFA - is a
model only. It is not an exact depiction of reality but serves to raise
problems of relevance to the project’s
point of departure. A problem tree
expresses a viewpoint and perhaps
a compromise between those who
have jointly prepared it. The graphic
presentation of a problem tree can
take several forms. Whichever forms
used consider the problem tree as the
foundation for identifying and choosing the objective(s) for your development project.

29

Box 3: Problem tree development project

CHAPTER 4

THE PROJECT ANALYSIS STAGE

CORE PROBLEM

Effect

Cause

Effect

Cause

Cause

Cause

Cause

Effect

Cause

Cause

Cause

Cause

Cause

Note: The above problem-tree and its subsequent
tree-of-objectives on page 31 assumes a rather
complex set of causes, effects, sub-objectives and
objectives, wherefore three ’pillars’ of cause-effect/sub-objectives/objective are presented. For
less complex challenges simply reduce the number
of ’pillars’ and work with one or two only. One
alternative model of a problem tree is found on
page 110 of the handbook, Others are easily found
when browsing ’problem tree’ on the Internet.
When the work on the problem tree is completed, the next task is to undertake an analysis of
objectives identifying the objectives associated

30

AND

Cause

Cause

Cause

Cause

Cause

MEANS

with overcoming the identified problems. This
will result in a tree of objectives based on the
problem tree. The purpose of this exercise is to
draw up an illustration of the intended situation
after completing the project.
There are two steps involved in the preparation
of a tree of objectives.First, all the problems in
the problem tree must be rephrased as desirable objectives.Then, each objective must be
assessed for its degree of realism. A ‘degree of
realism’ means a careful examination of what
appears realistic to be achieved within the perceived project period.

This exercise is also useful to re-consider whether
problems have been properly formulated. If it appears
too difficult to transform elements of the problem
tree into a tree of objectives it may be necessary and
useful to rephrase the elements of the problem tree.

Turning the problem tree into a tree of objectives
implies a rephrasing of the problem tree’s different elements where causes and transformed into
approaches/activities and effects are replaced
by sub-objectives or outcomes.

Coherence of the project tree is checked by assessing whether the objectives are related as the
means to the end; i.e., whether a given objective
is clearly seen as the instrument contributing to
achieving objectives at a higher level.

Box. 4: Objective tree for development project

OBJECTIVE (LONG-TERM)

Sub-obj

Sub-obj

Objective

Sub-obj

Sub-obj

Sub-obj

Sub-obj

Objective

Sub-obj

Sub-obj

Sub-obj

Sub-obj

Sub-obj
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AND

Sub-obj

Sub-obj

Sub-obj

Sub-obj
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While the development objective indicates a
long-term situation to which the project is supposed to contribute but not necessarily achieve,
the immediate objectives should be achievable
by the end of the project.

MEANS
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Note: The above tree-of-objectives and its related
problem tree on page 31 assumes a rather complex set of causes, effects, sub-objectives and objectives, wherefore three ’pillars’ of cause-effect/
sub-objectives/objective are presented. For less

complex challenges simply reduce the number of
’pillars’ and work with one or two only. One alternative model of a problem tree is found on page
110 of the handbook, Others are easily found
when browsing ’problem tree’ on the Internet.

THE PROJECT ANALYSIS STAGE

When developing an individual research project the above
problem tree – tree of objectives approach may appear too
far-fetched and unnecessary complicated. The following
model may be a useful alternative:
Box 5: Problem tree
for research project

Context

CHAPTER 4

Problem

State of the art understanding

Study research objective(s)

Research questions hypothesis
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While there will be many different and well-justified ways of formulating and structuring the
final research project, most donors will appreciate that a research project submitted for external
funding one way or the other can be argued with
the logic presented in figure 4.

4.4 Stakeholder analysis
Stakeholder analysis originates from business science
but is nowadays considered an important part of any
LFA conducted in multiple fields and disciplines in
supporting the development of projects, including
research projects, not least in applied sciences.
Stakeholder analysis is a method or an instrument used to facilitate a description of the
persons, organizations and institutions with a

‘stake’ in the project. The range of stakeholders
will vary according to the complexity of the project and they can be of any form, size and capacity. Stakeholders may be individuals or groups or
communities and they may appear in the form
of e.g. political actors, institutional management
and colleagues, various interest groups, users/
consumers, civil society organizations and commercial entities.

The analysis should focus on five important attributes
of the stakeholders:
their relation to the intervention, i.e. their position on
the objectives and outcomes of the project;
l

l

the level of influence (power) that they hold;

l

their interests and motivation to engage in the project.

l

their fears regarding the project,

l

potential strengths and weaknesses.
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The research ‘problem tree model’ (fig. 4)
should assist you in mapping the connection between the problem(s) within its (their) context,

the state-of-the-art knowledge/understanding
related to the area of research, your study objectives and hypotheses. Ideally, the rest of the
research will follow lead to well grounded conclusions.

CHAPTER 4

It sometimes happens that research projects get
off on the ‘wrong foot’. Often this is because
they address the wrong problem or lose sight of
the real underlying problem. The initial problem analysis assists you in keeping your research
focused and in perspective and to understand
the logical relationships in the problem identification flowchart (fig.4) of the research process.

The level of influence will widely depend on
the resources and power a particular stakeholder can activate to promote particular position
on the project. The level of interest is related to
the importance that the stakeholder attaches to
the project.

THE PROJECT ANALYSIS STAGE

The stakeholder analysis in its broadest sense
will provide with project developers with an

overview of the capabilities that stakeholders
may have to promote or hinder the smooth and
successful implementation of the project.
Thus, it is preferable to look at one stakeholder too many, finding her/him to be irrelevant,
rather than discover later that a stakeholder
of importance to the project has been overlooked.

Box 6: 5takeholder analysis template for development project

Stakeholders

Involvement in project

Interest in project

Fear of project

Strengths

Weaknesses/ Risks

Colleagues
Students

CHAPTER 4

Leadership(s)
External partner(s)
NN
NN
NN

The above template is an example only. You
would need to insert stakeholders relevant to
your specific project. When identifying stakeholders you may find help in analyzing them according to the following categories:
Promoters: Stakeholders who attach a high priority to the project idea and whose actions can
have an impact on the implementation of the
project.
Defenders: Stakeholders who attach a high priority to the project but whose actions cannot
34

have an impact on the implementation of the
project
Latents: Stakeholders whose actions can affect
the implementation of the project but who attach a low priority to project as such
Apathetics: Stakeholders whose actions cannot affect the implementation of the project
and who attach a low priority to its implementation.

4.5 Target group analysis

However, even in smaller scale development
projects, when addressing needs and/or interests of particular segments of a population,
it may be useful – building on the stakeholder
analysis – to identify target groups in order to
clarify who may benefit from the project interventions.
In business-like projects, i.e. developing projects with a business and income-generating
potential target group analysis is most likely a
key requirement. Target group analysis may also

The aim of doing a target group analysis is to
understand the needs of the target groups and
the problems they deal with; the analysis justifies the meaningfulness of the project. In this
perspective, project target groups represent a
subset of project stakeholders.
Preparing the target group analysis assists identifying project activities suiting the target groups as
much as possible. A detailed analysis increases the
quality of the project and decreases the risk that
target groups will not be interested in the project.
As you will see below the target group analysis
basically follows a template form identical to
that for the stakeholder analysis. One main difference is that target groups are identified and
analyzed according to their expected benefits
from project outputs rather than their power related positions attached to the project idea and
its implementation.

Box 7: Target group analysis template for development project
Target groups

Involvement in project

Interest in project

Fear of project

Strengths

Weaknesses/ Risks

NN
NN
NN
NN
NN
NN
NN
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The target group analysis is thus given only secondary attention and as will be demonstrated
in the ‘summary’ section under this chapter it is
not considered to be a core part of the overall
analysis to guide the development of projects
likely to emerge on the basis of the Project Actors’ Capacity Building project/PACT.

be required when engaging in some EU-funded
programs addressing, for example, interventions
in the field of social services and health.

CHAPTER 4

Target group analysis is important in larger scale
development projects, which this handbook
– and the possible interventions by its users –
does not address as such.

4.6 PEST analysis

CHAPTER 4
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A PEST analysis helps project developers to
identify and analyze external factors that may
influence the successful implementation of a
project under planning. PEST refers to Political,
Economic, Social and Technological factors.

Box 8: PEST analysis template for development project
Political

Economical

l

Government policies on
research funding

l

Institutional policies on
research funding

l

l

Funding opportunities
for research
Salary patterns for
researcher

Social
l

Network of researchers

Time constraints related
to employment conditions
l

Technological
l

Laboratory equipment

Constraints on new
equipment to be imported
l

International conventions on research area
l

While PEST analysis is widely used in business
develop projects the following template exemplifies how it may also be utilized as an analytical tool in developing a research project:
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As PEST factors are essentially external, completing a PEST analysis is helpful prior to completing a SWOT analysis because PEST helps to
identify SWOT factors. The PEST analysis can,
like SWOT be used to review a strategy or position, direction of an institution, or project idea.

The four elements may be defined as follows:

SWOT analysis is a tool widely used in business and project development alike. Basically
it assists the [project] developer in mapping
and assessing the Strengths, Weaknesses, Opportunities and Threats related to a particular
business plan, development project or research
idea. Strengths and weaknesses refer to internal
factors and opportunities and threats to external
factors.

Strengths: characteristics of the project that
give it an advantage over other possible approaches/projects/ideas within a similar field;

Strengths

Weaknesses

Opportunities

Threats

As a final round of the project analysis stage it
may be useful to cross-examine the findings of
the last four analyses, i.e. stakeholder, targetgroup, PEST and SWOT analyses and consider
to what extent specific findings or an overall picture leads to reconsidering the originally identified project idea (problem analysis/problem
tree-objective tree).

Opportunities: elements that the project could
exploit to its advantage;
Threats: elements in the environment that could
cause problems for the project.
A good SWOT analysis will assist the project
developer in assessing the realism and practicability of a project goal or objective and will support adjusting the project idea accordingly.

CHAPTER 4

Box 9: SWOT analysis template for
development project

Weaknesses: characteristics that place the project at a disadvantage relative to other ideas that
may be pending.

Box 10: Cross-analysis template for
development project
Stakeholder
analysis

Target group
analysis

SWOT analysis

PEST analysis

THE PROJECT ANALYSIS STAGE

4.7 SWOT analysis
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CHAPTER 5

CHOOSING THE PROJECT

INTRODUCTION TO
CHOOSING THE PROJECT

Having identified the problem and possible objectives,
which constitute the project concept as such, the analysis
stage has identified and discussed the context, stakeholders,
target groups and other aspects under the PEST and SWOT
analysis. However, the project still needs conclusive focus
and formulation.
The project design is only finalized in this next phase, namely
the project selection stage. Here, the project developers will
assess the information from the project analysis stage and
conclude what should be the project’s focus and approach.
The tree of objectives includes a number of sub-objectives.
A project will typically be unable to encompass all of these,
which calls for delimitation of the project’s scope.

OBJECTIVE
OBJECTIVE
SUB-OBJECTIVE
OBJECTIVE
SUB-OBJECTIVE

OBJECTIVE
40

OBJECTIVE
SUB-OBJECTIVE

5.1 Resource analysis

Do we have the relevant staff to efficiently implement the project?
l

l

Who should be involved in the project?

Are our institutional resources geared to
the project under development?
l

Is it possible to find the relevant staff
from the right professions?
l

Do we need partners to conduct the project, and what resources should they ideally
represent? Are there any specific formal
requirements for partnerships? (This will
most likely apply to EU-funded projects
but partnership arrangements may also be
requested by other donor frameworks).
l

When comparing and selecting the various options for project approaches, i.e.
which of the previously identified objectives and sub-objectives from the treeof-objectives are we about choose, it is
necessary to make a first and preliminary assessment of the financial resources required:
What would be the financial costs of various approaches?
l

Is it realistic to raise the funds required –
internally and externally?
l

Is there a donor that is likely to fund the
project? Double-check with donor programs, calls for applications, budget and
financing guidelines attached to programs
and calls.
l
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The following questions indicate some
of the core issues related to the resource
analysis. Other questions – as well as preliminary answers – may have appeared
during the analysis stage and the project developer should carefully doublecheck with notes and conclusions drawn
from the various previous analyses:

CHOOSING THE PROJECT

It is now time to conduct a resource analysis where the project developer identifies the resources needed to implement the project, i.e. resources at hand and resources to become available through external sources.

5.2 Sustainability
A final step before entering the phase of detailed
project planning would be assessing the sustainability of the project idea on the basis of the
knowledge accumulated through the analysis
stages.

CHOOSING THE PROJECT

Sustainability is perceived in multiple ways
whether discussed in fields of organizational development, human capacity enhancement, the
environment or economy. To sustain something
basically means that it remains or endures.

CHAPTER 5

In project development sustainability questions
are related to qualified forecasting of the medium-to-long-term retention or endurance of the
project outcomes.

Sustainability may thus relate to questions like:
To what extent and in what ways will new knowledge and skills generated
during the project be sustainable?
l

To what extent and in what ways will new organizational forms developed during the project remain viable after project completion?
l

Will developed or acquired physical installations (e.g. laboratory equipment) be properly maintained and utilized in post-project years?
l

Depending on the outcome-related sustainability issue it may be necessary to discuss,
for example, whether people involved in and/
or benefiting from the project are likely to utilize new knowledge and skills in the future. Or,
whether there will be sufficient funding for
certain activities crucial to retention of project
outcomes. Sustainability statements are by definition projections but they need to be qualified and justified.
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INTRODUCTION TO
PLANNING THE PROJECT

CHAPTER 6

PLANNING THE PROJECT

At the end of the project selection stage it is time
to engage in the actual project planning.

Project planning is about identifying:
l

Objective(s)

l

Outputs

l

Inputs

l

Indicators

l

Activities

l

Assumptions and risks

The following section will show you how to
work with the different elements that will eventually be presented in a clear and coherent project overview, also called the LFA-matrix.

and planning into whatever format an external
donor may require as part of the respective application procedure and related application formats and templates.

Having completed the LFA-matrix you should
be ready to transform or transfer your analyses

Before moving on it may be useful to draw up the
LFA-matrix supporting the overview of the project:

Box 11: LFA matrix
Project elements
Objective
Sub-objectives
Outputs
Activities
Inputs
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Description

Indicators

Assumptions/risks

6.1 Objective and sub-objectives and outcomes

As a long-term objective it may not be fully
achieved during the lifetime of the project. The
sub-objectives – or the immediate objectives
– are on the other hand expected to be fully

Often in medium-to-large-scale projects, a longterm objective emerges from the context and
problem analyses and indicates a future situation that may not depend only upon the success
of the project that in your case is under planning.
In other words, whether you opt for a combination of ‘objective’ as a long-term goal or for
‘objective’ as something that will be achieved at
the end of your project depends widely on the
character and context of the interventions that
your project will engage.
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There is, however, no need to be confused.
The bottom-line is that a ‘goal’ or ‘objective’
represents the overall – and sometimes longterm – situation that is expected to appear at
some point in the future once the project is
completed.

achieved by the end of the project. In this perspective the sub-objectives derive from the objective in a clear and coherent manner and when
achieved they represent the foundation for supporting further progress towards the fulfillment
of the (development) objective.

CHAPTER 6

There are several and often confusing terms
for what here is called ‘objective’ and ‘sub-objective’. Some prefer the term ‘goal’ to ‘objective’ and establish a hierarchy where ‘goal’ is
above ‘objective’ and ‘objective’ then becomes
what is referred to as ‘sub-objective’ in the
above matrix.

So, while an objective is what we expect to achieve;

First, it may be necessary to clarify the distinction between ‘outcomes’ and ‘outputs’. Some
project planning tools operate with ‘objectives’,
‘outputs’ and ‘outcomes’ and in that perspective
this handbook’s LFA-based use of ‘objectives’
and ‘outputs’ and its omission of the category
‘outcome’ may add to the confusion.

l

However, in this handbook’s use ‘objective’ and
‘outcome’ are identical concepts when applied to
project development within the logical framework
approach.

an output is what we are actually going to deliver. (In the PACT project under which the present handbook is drafted an output is identical
with a ’deliverable’).
In other words, outputs are what the project produces as an outcome (!) of its activities. Outputs
may be seen as the products or events realized or
materialized at the end of the project. Outputs are
what the project ‘guarantees’ to deliver and they
are phrased as the new or changed situation appearing or provided through the project activities.

The identification of outputs can benefit from applying the following five questions:

CHAPTER 6
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6.2 Outputs

l

When will the output be delivered?

l

Who is going to deliver – who is going to benefit?

l

Where will the output be provided?

l

What has happened, i.e. the actual substance of the new situation = qualitative change?

l

How much has been delivered, i.e. the quantity change?

As is clear from the LFA matrix, the identification
of outputs follows the defining the objective(s).
The logic is that we first need need to establish
a clear coherence between objective(s) and outputs before we move on to identifying the activities that will lead to the outputs and then the
inputs required to make activities materialize.
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6.3 Activities

In order to ensure and demonstrate the relationship between specific outputs and cor-

Activities are typically described by using the
gerund form of the verb describing the action.
(A gerund is a noun formed from a verb, which
refers to an action or process and ends in ‘ing’,
e.g. ‘writing’, ‘publishing’, ‘printing’, ‘supporting’, ’distributing’).

6.4 Indicators - means of verification
Indicators are measurable criteria to assess
whether the project achieves what it was designed for. They may also serve to continuously
monitor whether the project implementation is
proceeding as planned.
Indicators should specify the minimum to be
achieved at a given point in time in order to say
that the project has reached the objectives set out.
Thus, they are used to measure the degree of the
project’s immediate or long-term success. By verifying change, indicators will demonstrate progress
when things are on track and provide early warning signals when things are heading in the wrong
For indicators to be useful in the ongoing
monitoring as well as in the final project evaluation, indicators must be:
l

Relevant – as regards what is measured

direction. It is often necessary to prepare several
indicators for each objective or output.
Indicators may be qualitative or quantitative.
Quantitative indicators are numerical values.
Qualitative indicators reflect people’s judgements, opinions and attitudes towards a given situation or subject. While quantitative outputs and
efficiency express how much has been produced
at which costs, quality is primarily about usefulness. Measuring quality is especially important in
public sector areas for which there is no market in
which users through demand demonstrate their
assessments of the services or products.
Specific – in terms of target group, quality,
quantity, timeframe and geographical area, to the
extent that this has not been laid down already in
the description in the LFA matrix
l Measurable/verifiable
l

Usually, detailed indicators are drawn up only
for the sub-objectives (immediate objectives,
those that the project will achieve) and the outputs, whereas reporting and accounting can be
referred to as activities and inputs.
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Activities are specific and concrete actions carried out to produce the outputs.

responding activities the project developer
should use corresponding numbering of activities and outputs.

CHAPTER 6

Activities are probably the element in the LFA
that is the easiest to define and which does not
create much dispute between various project development models:

6.5 Assumptions and risks

Information about these external factors may
have become apparent from the analytical work
(problem, risk and context analysis). Information may also relate to experience generated
through similar projects.
Assumptions should be identified at every level
of the planning matrix, and should all be phrased

as positive situations that need to hold true. The
likelihood of the identified external conditions
and their influence on project implementation
is part of assessing the riskiness of the project.
It is important to conduct an assessment of the
assumptions suggested during the preparation of
the project matrix so that insignificant assumptions are disregarded prior to the writing of the
final version. In addition, assessments need to
be clearly formulated; otherwise they cannot
be examined for consequences, good, or bad.
Assumptions should not be wishes or hopes;
rather they should explore in realistic ways what
conditions are required to successfully meeting
the project objectives and outputs.

In order to scrutinize the identified assumptions for their importance to project
achievements we could apply the following three questions to each assumption:

CHAPTER 6
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The aim of specifying the assumptions is to
identify external factors that are likely to affect
the project, positively or negatively. Assumptions describe external conditions that are beyond the project’s direct control, yet which have
to materialize for the project to be completed
successfully.

Is the assumption important for the
success of the project?
If the answer is NO, it should be deleted/ignored. If the answer is YES, we
should proceed to the next question:
l

Will the assumption hold true? If YES,
we may delete/ignore the assumption. If
PERHAPS the assumption should be kept
as it indicates some uncertainty about the
project achievements within this particular sub-objective or output. By stating the
assumption/risk we indicate that we are
aware of the complexities and the external
l

Once our work with assessing all the assumptions is completed we are ready to embark on
the process of transforming our analyses, project
planning and LFA matrix into whatever format
is required for applying for external funding.
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factors influencing the project. If NO, we
move on to the third question:
Can we incorporate the problem
with the assumption in the project design, which then would need to undergo
some redesigning? This may be done in
terms designing an activity with a corresponding output aiming at securing
the critical requirements contained in
the assumption. If we cannot redesign
in a meaningful way, we are faced with
a killer-assumption and the project has
to be dropped or thoroughly rethought.
l
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FINALIZING THE
PROJECT LFA MATRIX

Description

Indicator – means of
verification

Assumptions/Risks

Objective
(Sometimes
called
development
objective or
project goal)

The changed situation desired in
the long term. This is the social
aim justifying the project.

The (success) criteria used to
assess whether the project is on
track supporting or achieving the
objective.
Means of verification specifies
how data would be collected to
verify the indicators.

Critical external conditions outside the project’s influence, which
must materialize
in such a way that achievement
of the project objective is not a
fundamental risk.

Sub-objective
(Sometimes
called immediate
objective,
objective or
outcome)

The manifest effect that is
expected, with a high degree of
certainty as a result of the
project’s successful completion.

Critical external conditions
beyond the project’s influence,
Same as above, except that here,
which must materialize
indicators must measure the
in such a way that attainment of
attainment of the sub-objective.
the sub-objective will be met at
project completion.

Outputs

The concrete products or events
that the project delivers or carries Same as above pt t, except that
through as a result of the
here, indicators must measure
activities. Outputs are what the
the delivery of the outputs.
project ‘guarantees’to deliver.

Activities

Actions within the project that
lead to the expected outputs

Inputs

The resources necessary to
carry out the activities;
this may be personnel,
equipment, money, etc.
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In principle, the same as above,
except that here, indicators must
attest to the realization of
activities. (This box is often left
empty, as it seems unnecessary
to fill in).

Critical external conditions
beyond the project’s influence,
which must which must
materialize in such a way that
delivery of the outputs are
certain.

Same as above - to count on the
listed inputs being available at
the right time.
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Activity

Concrete actions carried out in
order to produce outputs.

Assumptions A condition on which other
considerations are based,
and which has to hold true
for the project to be implemented
as planned, even though it is
beyond the project’s control.
Evaluation

A systematic examination of
a project’s results and relevance.

Impact

The long-term change, or effect,
brought about by a project

Indicator

Criteria that serve to assess
whether a project is achieving
what it was designed for.

Inputs

The human, material and financial
resources that must be channeled
into a project in order to carry
out its activities.

Monitoring

Continuous assessment of
a project’s progress on the ground,
for instance, by comparing it with
the indicators.

Objective

The long-term aspiration that is
pursued by a development
project, and towards which the
project is expected to contribute.
Objective is sometimes called
‘goal’ or ‘development objective’.

Outputs

The specific products or
deliverables created by the
project’s activities.
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PEST

Political, economic, social,
technological (analysis).

Risk analysis

An analysis of what may prevent
the project from being
implemented or inhibit the
achievement of its objectives.

Stakeholder

A person, organization or
institution with a particular interest,
whether favorable or adverse,
in the project.

Sub-objective The goal laid down for the actual
project, thus describing what
the project makers can expect,
with a high degree of certainty,
to be in place after the project has
been successfully implemented.
Sustainability This is a very broad concept and
may thus be defined in a variety
of ways. There is, e.g.
organizational, environmental
and economic sustainability.
Most donors require a project’s
achievements to be sustainable in
the short or long term.
SWOT

Strengths, weaknesses,
opportunities, threats (analysis).

Target group

A project may operate with several
target groups. The primary target
group is composed of those who
should ultimately benefit from the
project. The secondary target
group may be, for example, the
volunteers and staff who are to
help implement the project, such
as local government authorities,
partner organizations, etc.
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CHAPTER 1

INTRODUCTION

1.1. Introduction to project development

Innovation needs to be prepared and one way
of creating and developing new knowledge, new
prototypes, new techniques or new material for
the mentioned problems is: project development.
Project development is a complex task, involving a concrete basic problem (e.g. youth unemployment, destroyed environment, financial crisis, increasing obesity rates etc.) and innovative
pathways to solutions.
These solutions can often not be created by
one party or institution alone and thus good

solutions for problems need the involvement
of different stakeholders. These stakeholders
can together develop a new project idea, leading
to new and innovative prototypes, knowledge,
techniques or material which actually help to
solve the initial problem.
Project development involves thinking about
the concrete conditions of these new solutions
– the organisation of the development process,
preparing for risk factors in the development
process, or defining the innovative aspects of
the research and development project.
This part of handbook seeks to introduce tools
for this project development process, which are
useful and adequate for the academic context of
universities and which can be used in transnational projects, especially for project development in the Caucasian region.
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CHAPTER 1

Innovation has become a much sought-after
headline in the recent years. As societal, financial, medical, technical and environmental problems are growing, the need for innovative solutions is also growing.

INTRODUCTION

Katharina Resch

1.2. Introduction to project development at university level
Johnny Baltzersen
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INTRODUCTION

Working in projects is not new to universities
and their research and teaching staff. In the
last 50-60 years the modality of “project work”
has increasingly dominated the organization of
working life, also in universities. What is new,
though, is the relationship between research and
development projects (R&D) and their funding.
As regular state funding and other public funding sources for research and innovation are under pressure across the globe, universities need
to identify other sources of financing. Yet existing public funding adopts schemes and administrative regulations heavily influenced by rising
demands of accountability in public spending.In
other words, externally funded and sponsored
projects – outside the university sector and outside the country – are increasingly becoming a
pillar of universities’ research and development
activities.
Typically, the road to external funding follows
(often extensive) rules and regulations established by the funding agency, e.g. EU.
Externally funded projects require that the applicant (university) is able to present a clear
and convincing rationale and argument for the
project submitted for assessment by the funding
agency. Project applications are a heavy work-

60

load including specification of activities and
their expected outputs and outcomes as well as
demands for effective management, including
financial management.
While many grant application procedures appear overwhelming and engage significant
workloads they also offer academic communities unique opportunities to thoroughly analyze
current strengths and weaknesses and identify
possible rewarding new patterns of in-house
collaboration, including establishment of interdisciplinary and inter-faculty teamwork and a
possibility of funding project ideas for entirely
or partly new ideas.
Under today’s conditions, capacity in effective
project development and management is a necessity rather than desirability. Whether or not
universities opt for centralized units professionalized in effective project administration, the capacities to ‘think-and-work-projects’ need to be
present across faculties.
How these capacities materialize widely depend
on local contexts and while there is no blueprint
or one-size-fits-all training guideline in project
development, the present report aims to identify a variety of tools considered useful in capacity
building for project development.

1.3. Project development in Caucasus universities –
specifics and characteristics

The Tempus Programme of the European Commission (EC) promotes institutional cooperation that involves the European Union and Partner Countries and focuses on the reform and
modernisation of higher education systems in
the Partner Countries of Eastern Europe (also
the Caucasus Region). Particularly in the Partner Countriesin Georgia, Armenia and Azerbaijan, higher education institutions are currently
facing major challenges according to the Tempus Programme linked to dramatic demographic
changes, increasing global competition, leading
to a considerable shift in the distribution of the
economic power at world level, changes in science and technology but notably the growing

The PACT partners are universities and research
institutions (higher education institutions)
which are key players in the successful transition to a knowledge-based economy and society.
Especially young researchers can be seen as being at the centre for the development of human
resources in the Caucasus Region. Under the
heading “governance reform” higher educational institutions in the Caucasus Region want to
enhance their international relations. This can
only be fulfilled if international projects take
place, which must be – at some stage – planned
in a joint effort.
The PACT project is a first step in making this
joint project planning possible in Georgia, Armenia and Azerbaijan and thus contributing to
increased international relations between the
Caucasus und European Universities.
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The Caucasus region is specific in its geography but also in its history as well as cultural and
ethnical heritage. Geographically it is closed in
on three of four cardinal points: in the North
there is the closed Russian border not allowing
for travelling as well as the Caucasian mountains, in the West there is the Black Sea, in the
East there is the Caspian Sea, and only in the
South the Caucasus is geographically open
(bordering to Turkey and Iran). The Caucasus
region contains three countries: Georgia, Armenia and Azerbaijan, all three being totally
different in terms of cultural, religious and ethnical heritage. All three countries gained their
independence in 1991.

importance of organisational and societal innovation rather than purely technological innovation and challenges of societies in transition.

CHAPTER 1

Katharina Resch

1.4. Research questions
Katharina Resch

This part of handbook aims to answer the following questions:
Which project development tools can be identified for the university context which
can be used in staff trainings?
l

Which project development tools have already been developed and used by European funded projects and could in the future be transferred to the Caucasus region?

CHAPTER 1

INTRODUCTION

l

Which specific features of universities in Georgia, Armenia and Azerbaijan have to
be taken into account for developing a training in project development?
l

For the purpose of clarity and differentiation
from other projects, PACT project handbook
(particularly Part II) defines “tool” as a methods, processes or techniques with which new
R&D projects can be planned. This needs to be
differentiated from “templates” which is merely
defined as a blank model for a tool. The SWOTanalysis for example is defined as a “tool”, which
can have different templates (blank models or
sheets).
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Also “project development” and “project management” are differed here, since this handbook
only deals with “project development” relating
to the planning phase of projects before their
start and not project management for the lifetime or eligibility period of a project.
The project development phase is seen as the
grant application phase, if public funding is
aimed at.

1.5. Research process
Anne Kalaschek

It was decided between the PACT partners that
each partner would research two or three project development tools to be documented in a
template provided by the University of Applied
Sciences Burgenland (Austria) who was responsible for the collection, review and documenting
of the tools. At least twenty tools were to be collected in total.

l

The background of the tool;

l

Prerequisites to using the tool;

l

The elements of tool;

l

A 60 minute teaching plan;

l

The tool in use (models, graphs);

l

Further webpages of related sources.

The sources available to deepen
knowledge about the tool;
l

The rationale about the advantages
of using the tool;
l

Each tool was then reviewed by one of three
PACT partners in the quality review team:
Johnny Baltzersen (University College Copenhagen UCC, Denmark), Katharina Resch (die
Berater, Austria) and Anne Kalaschek (University of Applied Sciences Burgenland, Austria).
A quantitative and qualitative review for each
tool was undertaken and feedback was given to
each research partner using a standardised review form. The partners modified their tools,
supported by the reviewers, who then finalised
and edited the tools.

63

CHAPTER 1

INTRODUCTION

Each project development tool contains:

1.6. Aims and reader groups for this report
Anne Kalaschek

This part of handbook aims to provide tools, i.e. methods, processes or techniques with which new research and development
projects can be planned, in particular by professional project developers in the Caucasian region.
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Young researchers, students, academics and university staff will
benefit from these project development tools when planning
transnational projects, particularly in an academic context, and
especially in the Caucasian region.

l
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PROJECT DEVELOPMENT
TOOLS IN USE

2.1. Project development in Armenia
Sipan Arevshatyan
Armenia, being a developing country has a great
need for project developers. The country is facing different kinds of problems and the number
of companies dealing with project management
to continue their activity, increases day by day.
At the same time the need arises for experts who
are capable of preparing professionals to work
for these companies in project management.

CHAPTER 2
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CHAPTER 2

Gavar State University has proclaimed 2014 as a
year of university internationalization. In this scope
possibilities will be created for the Bologna process
integration and project management’s coordination
with European standards. By 2014 several project
management-related programmes, as professional
training courses, have been implemented at the University, at the faculty of Economics.

To develop project management universities in Armenia need:
l

Methodological guidelines’ preparation

l

Vocational training

l

Materials, literature

Armenia
Experience sharing (internal within the university and external
outside the university)
l
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2.2. Project development in Azerbaijan

In 2010, the Khazar University School of Project
Management was established with the support
of British Petroleum (BP) and its stakeholders.
As a continuation to the work of the School,

Khazar University organizes courses to develop
project management skills. In addition, since
2013 Khazar University’s School of Economics
and Management has already successfully implemented a master’s degree program to develop
specialists in project management.
Country wise, there is an Association called
“Azerbaijan Project Management Association”
which conducts regular trainings on the topic
and certifies project managers. Another Master programme on project management was
launched at the State Academy of Public Administration. There is also a series of training centers that conduct trainings on project management with certificates, which are not recognized
countrywide nor internationally.

CHAPTER 2

Azerbaijan is a country whose economy is rapidly developing, and as such, it has a growing
need for project managers. Many companies are
already functioning with project management
structures.For this reason there is an increasing
necessity to organize trainings that are based on
international experience in project management.
In order to meet this need, Khazar University as
one of the private universities in Azerbaijan has
already held several training events and has created special programs and institutions to ensure
the continuation of project development events.

PROJECT DEVELOPMENT TOOLS IN USE

Raziya Isayeva

Azerbaijan
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2.3. Project development in Georgia

CHAPTER 2
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Lela Iosava
There are a number of higher education institution in Georgia – mostly private – which offer
project management, risk analysis, grant writing and proposal development courses, most
of which are tuition based and target state and
corporate institutions. For instance, the School
of Public Relations at the Georgia-American
University offers a course in “Project Management – From Strategic Management to Complete Realization of Project Objectives”. The
course is designed for high and medium-level
managers in business, state and private organizations. While a number of such courses and
training opportunities can be found at various
educational and corporate institutions these
days, there is practically no incidence of any organization, including educational and research
institutions, offering a course in project writing
or project development.
Amidst dwindling state and institutional resources to fund scientific research, scholars
and students are expected to look for funding

for their research through donors and funding
agencies. Such an alternative requires that graduates, young scholars, faculty and researchers all
possess relevant skills to identify the potential
donors and prepare the research proposals that
meet criteria set forth by the funding agencies.
While these individuals lack such skills, there is
a dire need to create academic modules in “Proposal Writing/Grant Writing” and “Academic
Writing” offered at graduate level, which will
be geared towards research proposal preparation. Furthermore, universities can also benefit
from establish training centers where graduate
students and the faculty will be offered separate
courses and training in academic and research
proposal writing and development. Ilia State
University, which is one of the leading public
universities in Georgia, has already established
a Life Long Learning training center, which
among other activities works on developing a
curriculum featuring project development for
academic research, non-formal education, businesses and start- up companies.

Georgia
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2.4. Project development tools using the
Logical Framework Approach LFA
PROJECT DEVELOPMENT TOOLS IN USE

This chapter analysis how project development in academic institutions
can be realised using a set of project development tools, derived from
research and public funded projects in the European Union.

2.4.1 The Logical Framework
Approach LFA

CHAPTER 2

The idea of log frames or logic models goes
back to the 1960ies and logic models have been
used ever since. They can be used for two different purposes: first for planning purposes
of your project or programme and second for
evaluation purposes of a project or programme.
In other words: A logic model is created before
a project starts and as a consequence is the core
instrument for planning and evaluating a project or programme.

A logic models has several functions:
l

finding objectives to a project idea in the first place

l

summarizing complex activities of a project or programme

l

basic tool for planning and corrective action/evaluation of activities

l

tool for demonstrating a program’s success

The term “logic model” comes from the evaluation field originally.
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Logic models are typically diagrams, flow
sheets, or some other type of visual schematic
that conveys relationships between inputs, activities, outputs, and outcomes.

If defined in one sentence, a log frame or logic
model is “a picture of how a project or program
works”. The term “logic” refers to the relationship of elements to each other. Logic models
contain the causal links between the inputs, processes, outputs, outcomes, and impact factors of
your project or programme.

Logic models can come in all shapes and sizes:
boxes with connecting lines that are read from
left to right or top to bottom; circular loops with
arrows going in or out; or other visuals. What
these schemata have in common are they attempt to show the links in a chain of reasoning
about “what causes what,” in relationship to the
desired outcome.

The term “model” refers to the visual or graphical representation of the planned project or programme.

The Basic Logic Model.

RESURCES
INPUTS

ACTIVITES

OUTPUTS

OUTCOMES

IMPACTS

1

2

3

4

5
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2.4.1.1 Log frames – Definition

Your Planned Work

Your Intended Results

Logic models can be read from the left to the right, following
the chain of reasoning. Additional to the logic model project
developers should create:
l a short narrative alongside the logic model
l a list of “if-then” statements alongside the logics of activities,

outputs and outcomes
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As already mentioned, logic models can be
used for planning or evaluation purposes.
Planning the project or programme with a
logic model means having the end in mind before you start and defining what should come
out of it. For evaluation purposes logic models are used to check and verify the outputs
and outcomes and it can be the basis for a solid evaluation concept.

CHAPTER 2

A logic model is not a static instrument; it is a
work in progress. The first draft is developed before the project or programme begins (planning
stage) and several draft versions can follow in
the course of implementation of activities once
the project or programme is funded or has started. The working draft that can be refined as the
program develops over time. It can be adapted
to suit the needs of the users or donor agencies
( Jackson 1997). So project developers should
not hesitate to experiment with logic models.
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2.4.1.2 How to design and develop a log frame
When it comes to developing a logic model, there are a number
of steps to be taken (Burt et al. 1997; W.K. Kellogg Foundation
1998). First, it is important to determine the purpose of the logic
model and answer the questions:
l

Who will use the logic model?

l

For which purpose is the logic model developed?

In order to answer these questions involvement
of others is crucial in order to understand the
situation or problem underpinning the project
idea. Also, some exploration or research should
be done in the beginning as to find out about the
existing knowledge base on the problem, to find
out what others are doing or have done to solve
the problem and also to set boundaries for the
logic model.
In the beginning project developers have to
identify the main problems (e.g. increasing
youth unemployment, rising mental illness
among the population, limited access of people
without cars to jobs in rural areas etc.), depending on the context of the new project idea which
is to be developed.
Then project developers go through the logic
model step by step, column by column and determine their inputs, activities, outputs, outcomes and the impact of their programme or
project.

Some researchers suggest starting with the outcomes because the focus on what you want to
achieve in the very end determines your activities. Others propose starting with the activities
because we are taught and used to thinking in
programme activities, so this seems to be the
easiest way to start. Project developers can
choose their own sequence of action.

Please consider:
When used dynamically, it is an effective
management tool to guide implementation,
monitoring and evaluation of your project.
l

lA

logic model engages stakeholders in the
planning and monitoring process of your
project.
Develop the logic model together with
your relevant stakeholders (for example in a
log frame workshop). Determine inputs, activities, outputs and outcomes together.
l

l If you do so, a logic model ensures that de-

cision-makers or stakeholders ask fundamental questions about your planned project and
analyze assumptions and risks.
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2.4.2 Integrating project development tools into the LFA

What this section teaches: Activities:

In the research phase of the PACT project lifetime more than 20 project development tools
were identified and collected, which will now
be integrated in to the LF approach as outlined in 2.4.1. The full list of project development tools can be found in the Annex.

Project developers should start with making a list
of project services or activities. They should word
these activities using active verbs, like “implement
training”, “organize workshops” or “write a paper”.

What this section teaches: Inputs/Resources:

Activitiesare what the program or project does
with the resources. Activitiesare the processes,
tools, events, technology, and actions that are an
intentional part of the program implementation.
These interventions are used to bring about the
intended results.

Inputs or resources are linked to project activities, so it is recommended to make a full list
of activities prior to determining the necessary resources for these activities. Resourcesinclude the human, financial, organizational,
and community resources a program or project needs to toward doing the work planned.
Sometimes this component is referred to as
“inputs”.

Some project developers think activities are
ends to themselves. They report the numbers of
participants they reach, the number of patients
who saw a doctor or the numbers of training
sessions held as though they were ends to themselves. Conducting an activity is not the same as
achieving results from the accomplishment of
that activity. For example seeing a doctor is an
activity, but surely not the desired result.

2.4.2.2 Planning Resources and Inputs (1)

The following tools can be used to plan inputs:
A) Resource Planning
Resource Planning is a core subject of project planning. This tool covers and coordinates all the
incoming information concerning the project, enabling the centralization of information, sensitive
running, and profitable cooperation. Provided all the information of the project is available and the
main activities have been defined, resource planning includes a database of the knowledge, abilities,
and skills of the researchers, budget items and required financing, equipment, and other costs connected to the aims of the project. Resource planning maintains close contact with research partners
or project partnersin order to best possibly planthe inputs of the project.
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2.4.2.1 Overview of the tools

PROJECT DEVELOPMENT TOOLS IN USE

2.4.2.3 Planning Activities (2)

The following tools can be used to plan activities:

PROJECT DEVELOPMENT TOOLS IN USE

B) Brainstorming
Brainstorming toolscan be used to gethold of the firstproject idea and
relatedideas. Brainstormingprovides a free and open environment thatencourageseveryone to participate. Quirkyideasarewelcomed and built
upon, and allparticipantsareencouraged to contributefully, helpingthemdevelop a richarray of creativesolutions.
Whenusedduring problem solving, brainstormingbrings team members’
diverseexperienceintoplay. It increases the richness of ideasexplored, which
means thatyoucanoftenfindbettersolutions to the problemsthatyou face.
Whilebrainstormingcan be effective in project development, itisimportant
to approachit with an open mind and a spirit of non-judgmentatthisstage.
The most important step is to findconsensusabout the main problemormainneed the newprojectwants to tackle (for example high rates of cardiovasculardisease) and relatedproblems (smoking habits, tabacindustry etc.).
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C) Problem Trees
Another tool to brainstorm the basic idea for a new project is the problem
tree. Problems are named using headings and subheadings and are brought
into a logical order.
The benefits or problem trees are that they:
allow the breakdown of the problem into manageable and definable
parts. It helps in clearer prioritisation
of factors and helps define objectives;
l

establish whether further information, evidence or resources are needed to build a convincing solution;
l

allow the focus on present issues
- the most important ones - rather
than future or past issues;
l

allow the understanding of the
complexity of the problem by
identifying the multiple causes.
This is often the first step in finding solutions;
l

allowthe identification of the constituent issues and arguments, and
can help establish who and what the
political actors and processes are at
each stage;

often help to build a shared sense
of understanding, purpose and action.
l

l
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Often problem trees are combined
with conducting a thorough needs
analysis in order to underline the
exact evidence of the problem.

D) Priorities Matrix
A priorities matrix is a very simple yet effective tool that helps to set
and plan tasks and ideas. There are several important features that
makea Priority Matrix stand out among competitors:
The best implementation is the one of the 4-quadrant method. Project
developers can resize the quadrants and can customize them with colours
and custom labels. They can see more tasks on the screen, and still know
exactly where to focus their attention and efforts.

PROJECT DEVELOPMENT TOOLS IN USE

l

The Master List of priorities view gives a complete perspective across all
identified project ideas or needs.
l

In the beginning it makes sense to get an overview of which texts have
to be written for the new project idea. Since the project needs transparent planning and possibly public funding, the new idea has to be written down according to a specific structure. A project proposal describes
a project’s goal, objectives, activities and budget. It can then be used to
form the basis of a funding proposal (project application). Different actors use different terms to describe the core elements of a project outline
and this can be very confusing. For this purpose a specific project work
plan has to be developed describing what the project will do. These elements should be kept in mind from the beginning of the planning phase.
A work plan answers the questions: What will be done in the new project?
By whom will it be done? In which time frame will it be done?
A project work plan often includes a project timeline (by week, month or quarter) along which activities are distributed. The timing of activities in a work
plan needs to take into account the community circumstances and desires.
Developing a comprehensive work plan involves identifying all of the
project’s activities. These activities will be determined by the strategies
that have been selected to accomplish the project’s objectives. The process of developing a project outline is simplified by describing the essential elements of an outline.
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E) Main Structure of a Proposal

These elements include:
l Problem statement – a summary of the existing problems.
l Aim – a statement that describes the ultimate goal, to which the project will

CHAPTER 2
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contribute. In different cases, the aim will usually relate to improved current
situation within project activities.
l Objectives

– a statement that describes the improvements to the problems
that the project aims to achieve.
Changes produced by project strategies – a statement that describes the
changes that the project intends to make to the immediate causes of each
problem, and the way these changes will be evaluated.
l

l Targets for activities – a statement that describes the activities that the pro-

ject will implement, and how progress toward these targets will be monitored.

l Work-plan and budget – a statement that describes the timescale for theim-

plementation of activities and how much they will cost.

F) Work/Product Breakdown Structure
All activities can be brought to paper and into a logical order using a work
breakdown structure (WBS).
A work breakdown structure (WBS) is a hierarchical structure that breaks
down its activities into its constituent sub-activities.
Thus WBS focuses on work packages first – so different working steps are
grouped into “packages”. Thereforeall activities identified in the project
planning phase are linked in logical groups. Then all sub-activities are
defined.
It helps the project developer to think of what activities are needed to develop the final product, and to clarify all necessary working steps for the
creation of that final product.The activities in the WBS can finally lead to
a specific output or product.
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G) Gantt Chart

A Gantt chart is very useful for planning and scheduling project activities. It
helps to assess how long a project and its various stages should take, determines the resources needed, and plans the order in which the tasks should
be done. It is also helpful for managing the dependencies between tasks.
Gantt charts are also useful for monitoring a project’s progress once it has
already started. It is possible to see in the Gantt chart what should have
been achieved by a certain date and, if the project is behind schedule, to
take action to bring it back on course.

CHAPTER 2

Evident advantages of the Gantt chart are its visual clearness and at the
same time its information density. It is possible to add or change information in the chart and see the result at once. Gantt charts proved to be such
a powerful analytical instrument that they had not undergone almost any
changes for almost 100 years.

Advantages:
l

the possibility of efficient planning the project implementation;

l

visual clearness in presentation of project tasks, deadlines and dependencies;

flexibility – the Gant charts can be changed and updated quickly, presenting the
consequences of each change (e.g. influence on other tasks’ timing);
l

a useful tool for monitoring a project’s progress once it is underway. It is possible to
see immediately what should have been achieved by a certain date and, if the project is
behind schedule, take action to bring it back on course;
l

l

PROJECT DEVELOPMENT TOOLS IN USE

Once all activities have been brought into a work breakdown structure
(WBS), they need to be brought into a timely order as well using a Gantt
chart. Activities which run first or in parallel have to be drawn into a
weekly, monthly or quarterly plan.

supports effective time management in the project;

a simple tool and it is possible to create the Gantt chart with the use of popular
programs such as Microsoft Excel or any programs dedicated to project management.
l
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H) Risk analysis
Sometimes future activities are difficult to foresee. Some even need the active participation of third parties, which are difficult to plan. This is the reason why project developers should also perform a risk analysis and have a
“plan B” if their “plan A” does not work. A risk analysis works like this:
Risk response development is mostly a tool which answers the question,
“What should be done in the project about a particular risk?” With this
particular tool the project developerscollect information about activities in
the work breakdwon structure which involve particular risks. Then they develop specific strategies to deal with each threat or risk and write a “plan B”
strategy if “plan A” does not work. This step is performed for each activity
for which this might be the case, and the responses should be incorporated
into the project risk plan and overall project plan.
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The process includes the planning of several strategies,
answering the following questions:
l Does the activity pose a risk in implementation? (yes/no)
l If yes, can this risk be accepted?
l If yes, can this risk be ignored?
l If yes, how can this risk be avoided or minimized?

Regardless of which options are ultimately chosen for incorporation in
the plan, documentation of all response options available should be maintained in the planning process. If the primary response to the risk fails during project implementation, the project team can then examine the documentation, reassess its options, and substitute a back-up risk response if
that proves to be practical.
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Outputsare the direct results of program activities. They are usually described in terms of the
size and/or scope of the services and products
delivered or produced by the program.
Project developers expect that once completed or
under way these activities will produce change.
Project developers should use the past tense
to formulate these outputs, like “implemented

training”, “organized workshops” or “written
paper” and whenever possible quantify the outputs, like 12 implemented trainings with 20 participants each or one written paper reaching an
audience of 500 etc.
The outputs are the intended results of the new
project – the results you plan to reach from the
very beginning. Outputsare the direct products
of program activities and may include tangible products like leaflets, videos, proceedings,
tapes, papers or survey results.

CHAPTER 2

What this section teaches: Outputs:
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2.4.2.4 Planning Outputs (3)

OUTPUTS
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The following tools can be used to plan outputs:
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I) Differing between outputs and outcomes
In order to develop outputs, it needs to be clear to all developers, which
differences there are between outputs and outcomes. All activities naturally
lead to an output. These need to be defined and also differentiated from the
outcomes, which are to be defined later.
Differentiating between outputs and outcomes is necessary in order to successfully plan a project. It can easily be learned by looking at different examples for outputs and outcomes.
Planning outputs is defined by the question: Which results will the project
show?
Outputs are the direct results of program activities. They are usually described in terms of the size and/or scope of the services and products delivered or produced by the program.
Use the past tense to formulate these outputs, like “implemented training”,
“organized workshops” or “written paper” and whenever possible quantify
the outputs, like 12 implemented trainings with 20 participants each or one
written paper reaching an audience of 500 etc.
The outputs are the intended results – the results you plan to reach from
the very beginning. Outputs are the direct products of program activities
and may include tangible products like leaflets, videos, proceedings, tapes,
papers or survey results.
Planning outcomes is defined by the question: What difference will the
project make?
What many people call “goals” is what project developers mean by “outcomes”. There are three types of outcomes:short-term outcomes, mediumterm outcomes, and long-term outcomes (=impact).
Project developers expect that if activities are completed or ongoing these
will lead to the following changes in 1–3 (short-term) and then 4–6 years
(medium-term). The long term outcomes or changes (7-10 years) are also
called “impact” of a project or programme.
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J) Input-Output Analysis

K) Output Description/ Product Description
All outputs or products of the newly planned project can be described. If
one of the outputs is a guidebook for trainers, it can be described in terms
of page numbers, table of contents, language versions etc. This breakdown
or detailed description of the outputs or products happens with this tool.
During project planning cleardescriptions are created to specify the composition and quality of project outputs (products). Product descriptions
provide a common quality standard for each deliverable and are the basis
of management approval (before work begins), production and quality
checking.
Product description is the first step in developing the research requirements to reach the aims of the project. It enables verification of the scope
and the boundaries of the product (which functionalities are included
and which are not) and scope management during the project. It also produces a good understanding of the project’s academic and non-academic
end-products, as well as stops unpleasant surprises, misconceptions and
conflicting/ambiguous expectations about the outputs.
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Of course all outputs are connected to a certain input and this connection needs to be considered while planning a new project. Input-output
analysis is one of a set of related methods which show how the parts of
a project are affected by a change in another part of that project.Without proper knowledge and assessment of input required to produce certain desirable outputs the project planning cannot go on. It is a common
knowledge that the increase in project input/resources by for example 5
% will not usually yield the same increase at the output level. Therefore,
proper assessment of the relationships between input and output is necessary in this planning step.

2.4.2.5 Planning Outcomes (4)
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What this section teaches: Outcomes:

What many people call “goals” is what project developers mean
by “outcomes”. Three types of outcomes can bedifferentiated:
l

short-term outcomes

l

medium-term outcomes

l

long-term outcomes (=impact)

Project developers expect that if activities are
completed or ongoing these will lead to the following changes in 1–3 (short-term) and then
4–6 years (medium-term). The long term outcomes or changes (7-10 years) are also called
“impact” of a project or programme.
Project developers should start by making a list
of project goals – no matter if they are shortterm, medium-term or long-term. Because it is
often difficult to measure or define long-term
goals such as “reducing violence against women
in your community”, theyshould be sure to start
with short-term goals, then include some medium-term and long-term goals also.Note that it is
not enough to have one overall goal.
Short-term outcomes refer to changes in motivation, sensitivity towards a problem or the degree of awareness for something. If we stick to
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the example of reducing violence against women in your community as a long-term goal, then
short-term goals could be to create awareness or
knowledge about the different forms of violence
that can occur (verbal, sexual, financial, physical
etc.) among community members in informational events.
Medium-term outcomes refer to changes in
attitudes, behaviours, skills, or level of functioning expected to result from program activities (informational events about violence)
and which are most often expressed in relation
to changed behaviour in individuals or population groups. The medium-term outcomes of
our informational events could be raised skills
in participating men and women to act when
they witness violence or decreased number
of phone calls to emergency services in that
community.

The following tools can be used to plan outcomes:

A major benefit for a team undertaking a stakeholder analysis is the opportunity to have an insightful discussion about their project with stakeholders in the planning process. Performing an initial stakeholder analysis in the planning stage can determine effective project development, the
management strategy and the possible outcomes. It is important to have
a stakeholder analysis at hand, before starting to implement the project,
not just for the sake of gaining publicity, but primarily for effective and
appropriate outcomes of the project.

85

CHAPTER 2

The first question project developers should be able to answer when defining outcomes, is: Who is interested in the outcomes of the new project? For this purpose a Stakeholder analysis is a useful tool as it helps
the project development team to identify and prioritize the stakeholders
who might havethe power to influence the project’s outcomes. In some
cases, the project’s stakeholders have competing interests or limited resources to participate in, or approve the project objectives. This should
be identified and tackled from the very beginning as it defines the success
or failure of the project right from the start.

PROJECT DEVELOPMENT TOOLS IN USE

L) Stakeholder Analysis

PROJECT DEVELOPMENT TOOLS IN USE

M) Project Dissemination Strategy
Another tool which can be useful for planning outcomes is the
dissemination strategy. The purpose of dissemination activities is to:
Raise awareness – let others l Engage – get input/feedback
know what the projectis doing
from the research community
l

Inform – educate the (non)aca- l Promote – ‘sell’ your outputs
demic research community
and products
l

The importance of dissemination is as follows:
Dissemination activities are now widely acknowledged and
given priority by national and international development programs as means of maximizing the impact of the programs;
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l

Dissemination is an intrinsic element of all good practice programs, whatever the field or direction;
l

Information and knowledge has a tendency to stay where it is
generated, therefore dissemination prevents knowledge with the
help of information to becoming effectively lost;
l

Dissemination provides added value to national or international research or development projects, as the impact of the project results can be potentially wider than the original focus;
l

Dissemination promotes the profile of the participating organizations and institutions and eventually strengthens their research or development capacity.
l
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N) PEST analysis

PROJECT DEVELOPMENT TOOLS IN USE

Outcomes can usually be divided into outcomes in specific fields, like
social outcomes, technical outcomes or financial outcomes. The PEST
Analysis (Political, Economic, Social, and Technological) analysis tool
enables project developers to defineoutcomes and exploit them effectively. The main benefit of PEST is to providing a template or framework
to consider all the external factors that may influence or constrain a project’s strategy. For example, a university might set up a new project with
the desired outcome to have recruited more international students, but
the immigration system (set by the Government, and thus external to
the University) makes this difficult. The PEST analysis helps to identify
these external factors influencing the outcomes.
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Economic

Social

Technological

Political

As PEST factors are essentially external, completing a PEST analysis
is helpful prior to completing a SWOT analysis because PEST helps to
identify SWOT factors. The PEST analysis can, like SWOT (which is
based broadly on half internal and half external factors), be used to review
a strategy or position, direction of an institution, or idea.
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The SWOT analysis is a structured planning method used to evaluate the strengths, weaknesses, opportunities, and threats involved in a project.
Strengths: characteristics of the project that give it
an advantage over others.
l

l Weaknesses:

characteristics that place the project at
a disadvantage relative to others.
Opportunities: elements that the project could exploit to its advantage.
l

Threats: elements in the environment that could
cause trouble for the project.
l
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O) SWOT Analysis

The SWOT analysis involves specifying the objective of the project and identifying the internal and external factors that are favourable and
unfavourable to achieve that objective. It contains two main divisions:
l

Internal factors – the strengths and weaknesses

l

External factors – the opportunities and threats

The popularity of the SWOT analysis is down to its simplicity and flexibility. It is easy for everyone to understand and its implementation does
not require any technical knowledge or specialist training

88

2.4.2.6 Planning Impact (5)

icy arena. Always add “a contribution to” to all
listed impacts, since your project or programme
will not be able to change the whole problem
situation. Long-term outcomes are expected to
lead to changes in 7–10 years after the project’s
or programme’s end.
The following tools can be used to plan the
impact of a project:

P) Monitoring and evaluation planning
Monitoring and evaluation are indispensable learning and management
tools for improving current and future program planning, implementation
and decision-making.

Q) Planning Evaluation
All outcomes usually need proof of achievement and thus evaluation.
For this purpose evaluation needs to be planned. The suggested tool
has a number of advantages. A completion of one step leads smoothly
towards launching another. In practice, the tool looks at the following:
First, a project abstract is needed with identified needs. Needs assessment clearly demonstrates the issues the project is addressing and the
people involved in this project (direct or indirect stakeholders). Once
the expectations of the stakeholders are apparent, it directs towards the
goals to be achieved within the framework of the project. It is important
to identify the objectives that are first of all measurable, very specific, to
the point and can be accomplished in a timely manner. Having set the
specific objectives, it is easier to plan the activities that help accomplish
the objectives. The last stage of the tool is evaluation planning. This
stage is very significant as it clearly demonstrates the overall quality and
success of the project activities vis-à-vis the stated objectives.
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Impact is what we also call long-term outcomes
of a project or programme. Impacts are organizational, political, societal, community, and/
or system level changes expected to result from
program or project activities. This might include a contribution to improved legal conditions for violence prevention, a contribution to
increased capacity for organizational change,
and/or a contribution to any changes in the pol-

PROJECT DEVELOPMENT TOOLS IN USE

What this section teaches: Impact:

R) Developing indicators

PROJECT DEVELOPMENT TOOLS IN USE

The purpose of evaluating a project is to find out to
what extent it has achieved its intended changes.
Project evaluation planning is important because it:
provides information on the effectiveness of project
strategies;
l

helps a project to demonstrate its effectiveness to donors and other stakeholders, thus increasing financial
sustainability; and
l

helps a project to remain accountable to the community it is working with.

CHAPTER 2

l

To evaluate the project, project planners need to think about the
kind of information that will ‘indicate’ to what extent it has achieved
its objectives and the changes it intended to produce. This kind of
information is called indicators. In a first step the indicators that will
be used to evaluate outcomes are collected. It is difficult to obtain
direct information for some outcomes. In these cases, projects will
need to set indicators that indirectly tell them about the changes,
sometimes known asproxy indicators. Indicators that involve quality
(for example, a change in smoking attitudes) are often more difficult
to measure than indicators of quantity (for example, a change in the
number of trainings). In addition to indicators, project evaluation
also requires:
Good sources of information about its indicators – the indicator is useless if information on it cannot be found; and
l

Good baseline information about the situation at the start of the project so that it is possible to evaluate the changes the project has achieved.
l
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S) Lessons Learned

PROJECT DEVELOPMENT TOOLS IN USE

When the whole planning process for a new research and development project
is finished, lessons learned can be applied in the development team. Lessons
learned is knowledge derived from the development and application process
for a new project which can be used to identify strengths and weaknesses of
project design, task division and team work. This information is likely to be
helpful in modifying and improving writing processes in the future.
A Lesson Learned is knowledge and experience – positive or negative –
derived from actual incidents in the planning process;
l

A Lesson learned is knowledge or understanding gained by experience.
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l
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2.5. Project development tools used in EC funded projects
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Katharina Resch

There are several European funded projects
which have aimed at developing project development and project management tools in
the last years and funding periods. As PACT is

l

only looking at project development tools and
less at actual project management tools, the
following European funded projects are interesting for PACT.

REVEAL http://www.reveal-eu.org/
index.php?id=58

The REVEAL project developed a collection of tools for evaluation of
learning experiences. The respective handbook and toolbox contain a
range of assessment tools students could use after project planning to assess their skills and the learning process (questionnaires, maps, role plays
instructions, documents and game instructions). The question is how
relevant these tools are for project planning, although they seem relevant
to increase the quality of any project processes, especially if they are repeated regularly.

l

Survival Kit http://www.europeanproject-management.eu/

The Survival Kit project (2009-2010) summarised and collected useful
resources for project managers in adult education in Europe.It aimed at
providing high-quality guidance for education professionals on how to
plan, organise, implement, monitor and evaluate, disseminate and sustain
multilateral projects of the Lifelong Learning Programme LLP. Its result
website contains tools for project planning, management, documentation, evaluation and dissemination.

92

QUAD chart

l

Stakeholder analysis

l

Forcefield analysis

l

Different risk analysis tools

l

Gantt Chart

l

Logical Framework Analysis

Most of the “tools” in the Survival Kit project
were collected and made available in the form
of empty templates. While some of the tem-

plates are available with explaining documents,
some others do not have explaining documents,
which makes it harder to actually use the tools.
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Tools which could be helpful for project development
to just name a few are:

GINCO http://www.ginconet.eu/

GINCO is a project funded in the Lifelong Learning Programme for all
those who organiser courses and trainings in Europe in order to further
develop their practice toward higher levels of quality. It refers to several
tools for planning in-service trainings in adult education, which can be
useful also for tertiary education in universities, like orientation to learners’ needs, SWOT-analysis, mind and mental mapping, and principles of
curriculum design.

Especially the principles of curriculum design could be useful for PACT:
Challenge and enjoyment: all contents should be challenging and new, but also
enjoyable for the project developers in the trainings.
l

Breadth: the trainings should contain a variety of experiences and a range of
learning modes (both theoretical, practical and outside the classroom).
l

Progression: The trainings should be well balanced with their studies or other
learning experiences and help them progress in the direction of their goals.
l
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l

Depth: the trainings should help them reach the full range of depth in terms of
the contents.
l

Personalisation and choice: the trainings should build on individual needs and
preferences, so tasks in project development could be divided relating to personal
preferences.

l

Relevance: participants should understand the relevance of why they are learning something.
l

l

DIVA 2 http://www.diva-project.eu/

The DIVA 2 project provides useful inputs for planning dissemination activities in projects. Especially tools for sustaining project results, exploitation planning and mechanisms for dissemination are described in the final
handbook . These tools could be used for project planning at academic level
as well and could be useful for project development. For exploitation of
new projects is it recommended for example to make a three-level plan:
mainstreaming the idea, multiplying the idea, and sustaining the idea.
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Web2LLP http://www.web2llp.eu/

PROJECT DEVELOPMENT TOOLS IN USE

The Web2LLP project was funded in order to find out about three principle strategies: to improve web strategies of projects, to maximise the impact of projects in social media and to develop tools for self-assessment.
When planning academic projects, these aspects could be integrated into
the planning phase.
The respective handbook of the project contains several tools and action
plans which can be used for academic projects as well, like an online communication plan (including a template on page 10 ), or a SWOT analysis
for a web strategy in the same handbook.

l

SEALLL http://www.sealll.eu/

The SEALLL project offers possibilities and tools for self-evaluation, which
could be used after a project development process. These tools are for example: student panels, world cafe, peer coaching, 360 degree feedback, or
self-assessment of students and project developers.
The self-evaluation tools should contribute to quality assurance and to
teambuilding in university departments and teams. It has four main purposes:
- Professionalization (of teams and departments)
- Control (of processes, avoidance of mistakes etc.)
- Development (of young researchers and students)
- Accountability (among team members)
Since project development is an ongoing process which is repeated over
time, self-assessment of the processes does make sense in the long run.
The self-assessment should be easy to run, be well instructed, provide clear
feedback to the involved parties, be transparent and activating.
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l

MICE http://www.mice-t.net/
The project MICE developed evaluation tools for schools in particular,
which can be transferred to the university context also. The evaluation of
project development processes could ask the following questions:
l Is there evidence of clear planning?
l Which project materials were used for planning the project?
l Which methodologies were used to plan the project? Please describe them.
l How could the teacher-student interaction be described in the project plan-

ning phase?
l What

evidence was there of the project planning work enhanced or influenced regular teaching?
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l

Also self-assessment is important at an individual level. The question is how
the project planning phase affects young researchers, PhD students and
lecturers in their careers and management skills, especially if they develop
an academic project for the first time. The following skills were defined:
How did the project development
phase increase responsibility towards
the university?
l

How did the project development
phase increase the skill of decision taking?
l

How did the project development
phase increase the skill of time management?
l

How did the project development
phase increase the skill of delegating
tasks to others?
l

How did the project development
phase increase the skill of motivating
others?
l

How did the project development
phase increase the skill of problemsolving?

l How did the project development phase

increase the skill of budget management?

How did the project development
phase increase the skill of negotiating?
l

l
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How did the project development
phase increase the skill of collaboration?
l

The logical framework approach (LFA) was
well suited for integration of singular tools
which had to be brought into a sequence after
collection and review. The collection and review process and the joint understanding of a
“tool” as well as of “project development” were
crucial to success. The following methodological difficulties arose during this research:
One difficulty from the reviewers’ side was
the context of some of the collected tools. Some
tools were collected from other areas of implementation: business ventures or community
development for example, and needed extensive
amendment to fulfil the need of fitting into an
academic context. So some tools were collected initially which were rather irrelevant for the
PACT context and texts had to be re-written.

The second problem occurred in the differentiation between project development and
project management tools. A lot of tools were
described in their original resources as part of a
programme which had been implemented then
or was then at implementation stage. So the
tools had to be re-written for the stage of project
development rather than implementation. The
tools were made useful having the final readership in mind: university staff members who
want to develop new projects.
l

The third difficulty lies in the integration of
tools into each other. When all 24 initial tools
were collected, the sequence of tools was unclear and how to integrate them into each other.
The logical framework approach (LFA) was the
best and internationally approved way of bringing tools into a manageable order.
l

l

The fourth challenge the collectors and reviewers faced was using the tools for training
purposes and specifying how they could be used
for training purposes at university level. For
this reason all collectors were asked to schedule
a short training session of 60 minutes for each
tool. From this basis a training curriculum was
developed.
l
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A picture is worth more than a thousand words.
We believe that the logical framework approach
(LFA) was / is the best framework for a future
training programme in project development. A
logic model is the picture of your future program or intervention – the graphic representation of the “theory of action” – what is invested,
what is done, and what results you will achieve
with your planned project or programme.
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2.6. Review of the methodology and the collection phase
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CONCLUSIONS AND
SUGGESTIONS
FOR THE PACT TRAINING

Katharina Resch

3.1. Critical review of project development tools

The research from this report has shown that there are enough project
development tools to base a training for young researchers, students, academics and university staff on.
To specifically answer the posed research questions, it can be stated that
project development tools do not specifically differ in European higher
education institutions and Caucasus higher education institutions, but
that accessing these tools and resources can sometimes pose difficulties.

Which project development tools can be identified for the university
context which can be used in staff trainings?
l

The project at hand identified more than 24 project development tools
which are adequate for research and development projects in the academic context. Some tools which were identified were clearly project management tools (communication tools, monitoring tools etc.) which were
excluded from the research, since they do not fit the overall objective of
PACT project and this handbook, which focuses solely on project development. All tools were integrated into the LFA – the logical framework
approach – giving the single tools a logical order and sequence. All tools
are perfectly usable in a staff training programme.
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At least seven European funded projects were identified which aimed at
developing project development and project management tools in the
last years and funding periods, mainly under the patronage of the Lifelong Learning Programme (which Tempus belonged to). The research
findings show surprisingly that most funded projects were geared towards project management tools and not to project development tools.
As PACT is only looking at project development tools and less at actual
project management tools, not so many tools could actually be taken into
account. The most common tools were SWOT analysis, Gantt Chart and
using the Logical Framework Approach in project development. Also, lessons learned are tools which can be derived from European projects for
training purposes in PACT.

Which specific features of universities in Georgia, Armenia and Azerbaijan have to be taken into account for developing a training in project
development?
l

The train-the-trainer course will be held in English which could pose
problems in comprehension and concentration over three days. In addition, much of the recommended literature for further reading is in English. However, in the subsequent trainings, trainers can use their own
languages (AM, AZ, GE) and PACT has foreseen the translation of the
training material into these three languages. Similarly, teaching methods
used in the train- the-trainer programme may need to be adjusted to suit
the cultural needs of the participants.

Further trainings about project development will be held in local languages after the train-the-trainer course has been successfully completed.
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Which project development tools have already been developed and
used by European funded projects and could in the future be transferred
to the Caucasus region?
l

CONCLUSIONS AND SUGGESTIONS FOR THE PACT TRAINING

CHAPTER 3

3.2. Recommendation regarding the
PACT train-the-trainer programme

Derived from the findings of this research one training will take place in Georgia,
training future trainers of “project development courses” using the resources and
tools collected in this research work. It is recommended to schedule at least three
days of training and to offer specific support after the face-to-face training with:
l

Ongoing supervision for trainers

l

A platform with (interactive) resources and tools in the three languages

A written manual for using the resource platform. A training schedule for future trainers could look like this and involve the following features:
l
l

Introduction to the logical framework approach LFA

l

Training of support tools in project development

l

Training in usage of the interactive resource platform

l

Practical planning of trainings in AM, AZ, GE

PACT Train-the-trainer course: Draft schedule
PACT Train-The-Trainer curriculum
Programme Name

Train-The-Trainer Programme in Project Development

Teaching language

English

Awarded qualification
Program duration
(days, interactive hours)
Program prerequisite
Target group
Short description
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Certified trainer in Project Development
3 days, 18 hours
Corresponding B2 Level
Experienced researchers from GE, AM, AZ who will be
involved in project development in home university
To build capacities among project partners from the EU and Caucasus
universities in project development through transitional training.

Day 1

Day 2

HOURS

TOPIC

10:00 – 11:00

Introducing the training programme and ice-breakers

11:00 – 13:30

Lesson 0. Introduction to the Logic Framework Analysis LFA

13:30 – 14:30

Break

14:30 – 15:30

Lesson 2. Activities (containing tools B-H)

15:30– 15:45

Coffee break

15:45 – 16:30

Lesson 3. Outputs (containing tools I, J, K)

10:00 – 11:30

Lesson 4. Outcomes (containing tools L-O)

11:30 – 13:30

Lesson 5. Impact and Evaluation (containing tools Q, R, S)

13:30 – 14:30

Lunch break

14:30 – 16:00

Lesson 1. Resources and Inputs (containing tool A)

10:00 – 12:00

Introduction to interactive resource platform for trainers

12:00 – 13:00 Exercises - practical using of the platform
13:00 – 13:30 Lunch Break
Day 3
13:30-14:00

Planning practical issues for the trainings (time frame, recruiting of students
etc.)

CONCLUSIONS AND SUGGESTIONS FOR THE PACT TRAINING

DATE

14:00-14:30

Discussion, feedback and closing

3.3. Specific implications for the Caucasus region
Concluding the specific implications this training has for the Caucasus region as such, the authors of this part of handbook want to remark
that the need for this kind of training and curriculum is valued much by participating universities and a concrete need for skills in this area in
young researchers, lecturers, academic staff and
PhD students was expressed ongoing.
The skills acquired in such a training can be
seen as an important contribution to acquiring public funding in the future of the involved
universities since project development and
project writing are key skills to successful EU
Action Grants. As many grant application pro-

cedures in the EU appear overwhelming for
lay application writers and require a significant
workload to be taken over, the PACT training
can offer academic communities in the Caucasus region unique opportunities to thoroughly
analyze current strengths and weaknesses in
their application writing processes.
The main benefit of the PACT training is
promoting institutional cooperation between universities involving the European
Union and Partner Countries and focusing
on the reform and modernisation of university education systems in the Partner Countries in the Caucasus Region.
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5.1. Complete list of PACT project development tools
Orig.
Tool
No.
20
1
15
14
9
17
5
21
4
6
19
22
24
12
23
10
13
3
7
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Project Development Tool
A) Resource Planning
B) Brainstorming
C) Problem Trees
D) Priorities Matrix
E) Main Structure of a
Proposal
F) Work Breakdown Structure
G) Gantt Chart
H) Risk Analysis
I) Differing between outputs
and outcomes

Submitted by
Baku State University
The University of Georgia
Spoleczna Akademia Nauk
The University of Georgia

1. Resources/ Inputs
2. Activities
2. Activities
2. Activities

Yerevan State University

2. Activities

David Tvildiani Medical University 2. Activities
Spoleczna Akademia Nauk
2. Activities
Khazar University
2. Activities
die Berater

Ivane Javakhishvili Tbilisi State
University
K) Output Description / Product David Tvildiani Medical
Description
University
L) Stakeholder Analysis
Ilia State University
M) Project Dissemination Strategy Gori State Teaching University
N) PEST Analysis
Baku State University
O) SWOT Analysis
Gavar State University
P) Monitoring and evaluation
Ivane Javakhishvili Tbilisi State
planning
University
Q) Planning Evaluation
Ilia State University
R) Developing indicators
Yerevan State University
S) Lessons Learned
Gavar State University
J) Input-Output Analysis

Classification in
the LFA

3. Outputs
3. Outputs
3. Outputs
4.
4.
4.
4.

Outcomes
Outcomes
Outcomes
Outcomes

5. Impact
5. Impact
5. Impact
5. Impact

5.2. Visuals of the project development tools

CHAPTER 5

ANNEXES

TOOL B: Brainstorming
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TOOL C: Problem Tree
Reduced/slow down
in climate change

Decreased
infrastructure costs

Decreased greenhouse has
emmissions per capita

No need to upgrade
electricity infrastructure

Preferred Strategy

Decreased electricity use

Decreased electricity
demand from AC use

Decreased AC uptake

No change in
disposable income

Higher electricity
costs (reflective of
scarcity/environmental effects)

Price Signal

CHAPTER 5

AC not needed as standard
fixture in new homes

Tariff reform

Naturally comfortable
temperatures in existing homes

Efficient AC models

Cooling only area needed

AC temperature set at optimal
temperature (250C)

Naturally cool new
homes

Allowance for
natural ventilation

Climate sensitive home
design/orientation

Strong building guidilines/
regulations

Shade from
vegetation

Insolation in
all homes

Improved
awareness in
electrical/appliance
retailing

Improved awareness on cost
benefit of insolation

Regulations on AC
manufacture/import

Improved retail store
education/awareness

Improved consumer
education awareness

Building code reform
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Urgent

Not Urgent

Important

TOOL D: Priorities Matrix

Crying baby
Kitchen fire
Some calls

Exercise
Zocation
Planning

Not Important

ANNEXES

No change in
affordability of AC

Efficient AC operation

Interruptions
Distractions
Other calls

12
34
Trivia
Busy work
Time wasters
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TOOL G: Gantt Chart
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TOOL L: Stakeholder Analysis

Step 2: Create a
profile of
Stakeholders

Step 1: Identify
Stakeholders

Stake in the
Project

Impact

What is
needed from
them

Risks

Stakeholder
Management
Strategy

TOOL O: SWOT Analysis
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Stakeholder

Step 3: Create a
relationship model
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+HUPIXO

WRDFKLHYLQJWKHREMHFWLYH

6 :

:HDNQHVVHV

2 7

7KUHDWV

Step 4: Establish
participation
categories and
methobs

Responsibility

TOOL N and O: PEST Analysis and SWOT Analysis

Political

Weaknesses

Economic

Opportunities

Social

Threats

Technological
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SWOT Analysis vs PEST Analysis
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