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Summary 
 

What does this guideline cover?  

? 

 Who is this guideline for? 

s involved in applying the Logical Framework Approach, they 

• e identification, design and 

management of LFA processes and 
 reviewing LFA outputs. 

s, EC Project Cycle Management Guidelines and 
DFID Tools for Development. 

This guideline covers the logical framework approach (LFA) to Activity design 
and management. The LFA is a set of simple tools and principles that help to 
guide the collection and analysis of information and Activity design process. It is 
designed to strengthen participatory processes and ensure that decision-makers 
have all the information they need for appraisal purposes. It also generates 
information for other essential Activity Management tools and processes such as 
monitoring and other evaluative processes. The Logical Framework Matrix is one 
of the outputs of the LFA. 
 

 What will this guideline do

This guideline helps NZAID staff and our development partners to: 
• apply robust analysis and a logica
 integrate participatory processes 

l approach to Activity design  
•
 identify clear and relevant objectives that are agreed by all parties •
• identify inputs and resources and show how these will be used to achieve the 

objectives, and 
 agree clear, accountable and well defined management arrangements. •

 

This guideline is for NZAID staff. Although staff are themselves unlikely to carry 
out many of the task
are responsible for: 

ensuring the appropriate application of LFA to th
implementation of NZAID-supported Activities,  

• supporting our partners’ 
•
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Introduction 
This guideline provides an overview of NZAID’s use of the Logical Framework 
Approach (LFA).  It is an approach that is relevant to both project- and broader 
sector- and programme-based development Activities. 
 
The guideline is one of a series of guidelines covering various aspects of activity 
cycle management.  Links to these other guidelines are identified at appropriate 
points in the text. 
 
The guideline has been prepared for DPMs and other NZAID staff who are 
directly involved in the management of Activities.  NZAID staff do not themselves 
carry out many of the tasks involved in applying the logical framework approach, 
but will need to support NZAID partners and manage consultants to ensure that 
Activities are being identified, designed and implemented using sound, logical 
principles. 
 

What is the Logical Framework Approach? 
The LFA is an analytical process involving a structured sequence of steps using 
a set of simple tools and principles. It is designed to guide effective, efficient and 
consistent planning and implementation of development Activities. The LFA is 
designed to strengthen participatory processes and ensure that decision-makers 
have all the information they need for appraisal purposes.  
 
The LFA is not intended to be prescriptive. It may be adapted to fit different 
Activity circumstances.  Other management tools can be used to supplement 
those annexed to this guideline. 
 
In addition to helping guide joint NZAID/partner Activity identification and design 
work, the LFA can also be used to help assess and strengthen Activity proposals 
presented to NZAID for funding. 
 
The LFA generates information for other essential Activity management tasks 
such as risk analysis and management, work planning, budgeting, and 
monitoring. 

Docs Open 1172031 Page 4 of 28 Approved by SG 19/10/06  



NZAID Logical Framework Approach Guideline 
 

The logical framework approach involves: 
 
• the application of robust analysis and a logical approach to Activity design  
• the integration of participatory processes 
• identifying clear and relevant objectives that are agreed by all parties 
• identifying inputs and resources and explaining how these will be used to 

achieve the objectives, and   
• agreeing clear, accountable and well defined management arrangements. 
 
As these basic principles of the LFA are common to most other bilateral and 
multilateral development agencies, the LFA can also help promote more 
harmonised and better-aligned engagement processes. 
 

What is the Logical Framework Matrix? 
The Logical Framework Matrix (LFM) is an output of the LFA that summarises the 
key elements of an Activity: 
 
Objectives The main objectives of the Activity, how they will 

be achieved, and the larger goal they will 
contribute to. 
 

Assumptions The external factors outside the direct control of 
those managing the Activity that are critical for 
the Activity’s success. 
 

Indicators The agreed “signposts” that will be used to track 
progress towards agreed outcomes. 
 

Sources of verification An outline of how the information that will be used 
to measure the Activity’s success will be 
collected. 
 

 
Details on how to develop a LFM are provided later in this guideline. 
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The Do’s and Don’ts of Using the LFA 
The following list of key points will help to ensure the LFA and LFM are used 
effectively: 
 
 
 
 
 

• Do be sure that there is common understanding of the 
LFA principles and terminology amongst key partners. 

• Do encourage an understanding that the process is as 
important as the product (eg individual analyses and 
the LFM). 

• Do use the LFA to promote stakeholder participation, 
dialogue and consensus and be sure to include all key 
people in the process. 

• Do remember that the LFA is not a substitute for 
experience and professional judgement. 

• Do make use of tools set out in other NZAID Guidelines 
e.g. Poverty Analysis, Gender Analysis, Environmental 
Impact Assessment, Institutional Capacity Assessment, 
Risk Assessment  

• Do recognise that the main strength of LFA is as an 
analytical process that helps promote logical and 
structured thinking. 

• Do adapt the tools and processes to meet specific 
situations and contexts. 

• Do make the LFM as concise as possible.  
• Do recognise that the LFA is an iterative process - 

earlier decisions often need to be revisited. 
• Do recognise that the LFM is a living document that 

should be modified during implementation to reflect 
changing circumstances and lessons learned. 

• Do use the LFM as a guide to help focus monitoring, 
review and other evaluative processes. 

 
 
 
 

• Don’t expect the LFA to be a magic process that makes 
Activity planning easy – coming up with a sound 
Activity design is hard work and needs a lot of thought.  

• Don’t allow the LFM to be set in stone - it should be a 
living document that is changed when new information 
becomes available. 

• Don’t follow a mechanical ‘box filling’ approach in 
preparing the LFM – each step should produce 
discussion and agreement on the way forward. 

• Don’t fall into the trap of preparing the LFM at the end 
of the design process without the involvement of other 
stakeholders. 
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Using LFA in Activity Cycle Management 
The LFA can be used as a valuable aid in the management of all of the stages of 
the Activity Cycle (see NZAID Activity Cycle Management Guideline): 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Many Activities fail because key analyses are either missed or inadequately 
carried out during the Identification stage.  These include both policy and 
situational analysis.  
 
Diagram 3: Some of the key LFA analyses 
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Policy Analysis 
Any potential Activity must be relevant to both partner and NZAID policy 
frameworks.  These are likely to include our partner’s national development plan; 
the NZAID country strategy; relevant sector policies and strategies; and policies 
relating to mainstreamed and other cross-cutting issues such as gender, 
environment, HIV/AIDS, governance, and conflict prevention. (For further 
information on this refer to the NZAID Screening Guide for Mainstreamed and 
Other Cross-cutting Issues).  
 
The relevance of any proposed Activity to such policy and strategic frameworks 
should be confirmed early in the identification process. 
 

Situational Analysis 
Activities also need to take into account different country and other operational 
circumstances. There is a wide range of possible analyses that can be carried 
out as part of such situational analysis.  Of these, stakeholder analysis, problem 
analysis, objectives analysis, strategy analysis and risk analysis are fundamental 
to using the LFA. These analyses must be underpinned by a thorough situational 
analysis of cross cutting issues. Some of these may already be available, for 
example from national planning or donor strategy processes.  
 
The identification stage should identify whether more rigorous analysis of one or 
more of these issues is needed to support the basic LFA.  Details of when and 
how these analyses should be carried out are covered in the NZAID Screening 
Guide for Mainstreamed and Other Cross-cutting Issues and specific cross-
cutting tools guidelines.  
 
Stakeholder analysis 

 

A stakeholder is any individual, group, community or organisation with a potential 
interest in the outcome of an Activity, either as a result of being affected by it or 
by being able to influence the project, in a positive or negative way. 

Different groups (and individuals) have different concerns, abilities and interests 
and these need to be fully explored in the situational analysis. A stakeholder 
analysis should help to identify: 
• different viewpoints 
• possible conflicts 
• capacities to build on 
• ways to reduce or remove negative impacts on vulnerable groups 
• incentives and disincentives for the different stakeholders 
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Another purpose of stakeholder analysis is to identify the concerns of 
disadvantaged or vulnerable groups such as the poor, women, children, ethnic 
minorities and the disabled.   
 
The stakeholder analysis should be used to help identify the groups who will 
need to be involved in the further Activity design, implementation and evaluative 
processes. A preliminary stakeholder analysis should always be carried out early 
in the Identification stage.  Stakeholder analysis must be repeated throughout the 
Activity cycle. 
 
NZAID staff will rarely be directly involved in carrying out a stakeholder analysis.  
More detail of the processes and options for presenting information gathered 
during the analysis are provided in Annex 1. 
 
Problem analysis 
Most, if not all, development assistance is designed to address a particular need, 
challenge, or problem. A problem analysis usually focuses on the needs of a 
particular group of people (sometimes referred to as the ‘target group’). It seeks 
to identify the cause and effect relationship between the different factors or 
‘problems’ impacting on their needs. 
 
A problem analysis helps ensure that: 
• key problems and their underlying causes are clearly identified 
• stakeholders are given an opportunity to explore these, and 
• the final design includes measures to address them. 
 
As with other steps in the LFA stakeholder participation is essential. One of the 
purposes of problem analysis is to enable stakeholders to guide and learn from 
the process.  It can also empower them to address issues outside the immediate 
focus of the Activity. 
 
Details on how a problem tree analysis is carried out are included in Annex 2.  
 
Other tools can also be incorporated into the process, such as SWOT (Strengths, 
Weaknesses Opportunities and Threats) analysis, and opportunities analysis. 
 
Problem analysis is an interim step in the LFA process of identifying Activity 
objectives.  
 
Objectives analysis 
Objectives analysis translates the problems identified in the problem tree analysis 
into positive outcomes. For example: “too many children dying” might become “a 
25% reduction in under-five mortality rates”.  Setting these out as an ‘objective 
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tree’ helps assess whether there are any other gaps that need to be addressed in 
order to meet the Activity goal.  
 
Details on how to carry out an objective analysis and develop an objective tree 
are included in Annex 3. 
 
Strategy analysis 
The purpose of the strategy analysis is to identify possible alternative options for 
achieving objectives, assess their feasibility and agree on a single preferred 
strategy for the Activity. 
 
The objective tree developed as part of the objectives analysis will show a 
number of possible alternative strategy options.  These options should then be 
assessed with reference to the various stakeholders (e.g. how they would be 
affected by them or contribute to them), and other appraisal criteria. See NZAID 
Activity Appraisal Guideline. 
 
Selecting the most appropriate strategy is the key design decision, because all of 
the subsequent formulation processes will follow on from this.  However, this is 
not a science: it will often be necessary to make compromises between the 
interests of different stakeholders, political demands and resource constraints.  
 
Further guidance on carrying out a strategy analysis is included in Annex 4. 
 
Risk analysis 
Before an Activity strategy can be decided, the relative riskiness of possible 
strategy options must be assessed.  Risk analysis and risk management are 
important throughout the Activity cycle. New risks can arise at any time and 
Activity management must be able to identify and respond to these. 
 
The process of risk management is described in the NZAID Risk Management 
Guideline.  
 
Institutional analysis 
Assessment of the capacity and capabilities of key partner institutions and/or 
partner organisations is an important part of an Activity situational analysis. 
Institutional analysis is the first step in the NZAID Institutional Strengthening Tool 
to be developed in phase 2 of the NZAID Tools Programme. 
 
Poverty analysis 
All NZAID Activities are required to contribute to the elimination of poverty. 
Preliminary screening of potential Activities will help determine whether sufficient 
information is available for NZAID decision-making (see NZAID Screening Guide 
for Mainstreamed and other Cross-cutting Issues.) If relevant analytical work has 
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not already been undertaken, an Activity-specific poverty analysis may be 
needed. Guidance is provided in the NZAID Poverty Analysis Tool. 
 
Gender analysis 
Gender considerations are mainstreamed into all NZAID Activities. The NZAID 
Screening Guide for Mainstreamed and Cross-cutting Issues helps assess 
whether further information is required. When more information is needed, the 
NZAID Gender Analysis Tool provides more detailed guidance. 
 
Environmental analysis 
Environmental sustainability is also mainstreamed into all NZAID Activities. The 
NZAID Screening Guide for Mainstreamed and Cross-cutting Issues should be 
used for preliminary assessment of all Activities. Should further information on 
environmental impact be needed, the NZAID Environmental Analysis Tool (to be 
developed in phase 2 of the NZAID Tools Programme) will provide more detailed 
guidance. 
 
Financial and Economic analysis 
Before taking a decision whether to proceed with an Activity it’s important to 
know how much it will cost and what the expected financial and economic 
benefits will be. Financial analysis focuses on the direct costs and benefits of the 
Activity itself; economic analysis examines these for society as a whole.  
 
While it may not always be appropriate to undertake a full economic analysis, we 
should at least consider the cost-effectiveness of the interventions supported by 
the Activity. For example: we should always analyse the cost-effectiveness of 
different ways of achieving a particular Activity objective. 

Developing a Logical Framework Matrix  
The LFM should be outcome focussed and should:  
• Draw together all key components of the planned Activity in a set of clear 

statements 
• Provide an easy to read overview of the Activity and simple basis for 

discussion 
• Provide a framework for monitoring and other evaluative activities 
 
The stakeholder, objective, and other analyses during the identification and 
design stages provide the information for developing the LFM. 
 
Preparation of the LFM is an iterative process where the thinking and information 
produced at a later stage may mean rethinking and modifying parts of the LFM 
that have already been developed.  It is also important to recognise that the LFM 
is a living document. It should be modified – with the agreement of all partners - 
as new information comes to light throughout the Activity cycle. 
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The LFM is only intended to provide a summary of the Activity design. So, unless 
the LFM is for a programme with a large number of components, it should be less 
than four pages long.  
 
Diagram 6:  Information contained in typical Logical Framework Matrix 

 Activity Description Indicators Sources of 
Verification 

Assumptions 
(Risks) 

Goal 
 

The broad pro-poor 
development 
‘impact’/higher level 
objective to which the 
Activity will contribute  

Helps answer the 
question ‘Is 
progress being 
made towards the 
goal?’  

How the information 
will be collected, 
when and by whom 
and how it will be 
reported. 

 

Objectives 
(or purpose) 

The more specific 
development 
outcome/s to be 
achieved by the 
Activity. 

Helps answer the 
question ‘Have the 
Activity outcomes 
been achieved?’ 
measured in terms 
of quality, quantity 
and time. 

Sources of 
information and how it 
will be reported. 

Factors outside the Activity 
management’s control that 
may impact on the Activity 
Objectives to Goal link. 

Outputs 
 

The products and/or 
services delivered by 
the Activity which are 
under the 
implementation 
management’s control. 

Helps answer the 
question ‘Have the 
outputs been 
delivered?’ 
measured in terms 
of quality, quantity 
and time. 

How the information 
will be collected, 
(when and by whom) 
and how it will be 
reported. 

Factors outside the project 
management’s control that 
may impact on the Output to 
Activity Objective link. 

Tasks/ 
activities  

 

The tasks that have to 
be completed to 
deliver the planned 
outputs. 

Helps identify 
whether 
tasks/activities have 
been completed 
according to plan. 

(Sometimes a 
summary of 
costs/budget is given 
in this box). 

Factors outside the Activity 
management’s control that 
may impact on the tasks/ 
activities to output link. 

 
The LFM should be developed in partnership with and used as a tool to promote 
agreement and a common understanding between key stakeholders.  A frequent 
shortcoming is that it is prepared without such participation towards the end of 
the Activity design stage. 
 
Further details for preparing a logical framework matrix are presented in Annex 5.  
 

Work-Plan 
Once the LFM has been completed, the main activities identified can be further 
detailed and used to build up the work-plan.  A work-plan is an essential Activity 
planning document that provides a clear, often graphically presented, 
representation of the Activity’s main activities/tasks, their sequence, timing and 
who will have management responsibility for them.  The work-plan also provides 
the basis for the scheduling of inputs or resources (resource schedule) and the 
Activity budget.  
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The level of detail in the work-plan produced during the design stage will depend 
on the particular Activity and its length.  For a small Activity lasting a year there 
should be a work-plan for the whole Activity, for a larger multi-year intervention 
only an indicative Work-plan would be needed.  In the latter case a detailed 
Work-plan would be developed during the Inception phase and up-dated annually 
during implementation. 
 
The work-plan, along with the resource schedule, is an important component of 
an Activity design document and contains essential information to help determine 
whether to proceed with the implementation of the Activity.   
 
Details of how to develop a work-plan are included in Annex 6. 
 

Resource Schedules 
A resource schedule costs the Activity inputs set out in the work-plan. It is 
important that the schedule distinguishes between one-off expenditure and 
recurrent costs. Information about recurrent costs is critical when considering the 
financial sustainability of an Activity.  As well as providing a method for 
calculating the overall budget, the resource schedule: 
• Provides a timetable for financial inputs 
• Supports results-orientated financial planning 
• Helps in the analysis of financial sustainability 
• Identifies different stakeholders’ contributions 
 
Details of how to develop a resource schedule are attached as Annex 7. 
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Annex 1: Stakeholder Analysis Process 
It is important to involve as many stakeholders as possible in the analysis, 
including those likely to be negatively affected. It is important not to skew the 
analysis by only including the most visible, voluble or easiest to access.  It is 
better to expand the selection rather than run the risk of excluding someone or 
some group with a key interest in the Activity. 
 
Stakeholder analysis often distinguishes between primary and secondary 
stakeholders. Primary stakeholders are those directly affected (e.g. the Activity 
beneficiaries).  
 
A variety of techniques can be used either individually or collectively to gather the 
information for the analysis, such as workshops, focus group discussions, 
individual interviews and various Participatory Rapid Appraisal (PRA) techniques. 
 
Stakeholder Analysis involves five main steps: 
 

Step Action 
1 Identify the general development problem that needs to be 

solved 

2 Identify all the stakeholders who have a an interest in the 
problem/desired outcome (both positive and negative) 

3 Assess importance of each of these stakeholders to the 
problem and their capacities to influence it 

4 Identify possible co-operation and conflict between the different 
stakeholders 

5 Use an appropriate tool to analyse and represent the 
information 

 
There are a number of possible tools that can be used to represent information 
gathered in a stakeholder analysis. These include: 
• Stakeholder analysis matrix 
• SWOT analysis  
• Spider diagrams 
• Venn diagrams 
 
Stakeholder Matrix  
This is a table that can be adapted to show different characteristics of the various 
stakeholders.  The stakeholders are listed in the first column of the table. Each 
subsequent column summarises their likely position in relation to particular 
criteria.  
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Example of a simple Stakeholder Analysis Matrix for a maternal mortality 
Activity 
 

Stakeholder 
 

How affected by the 
Problem 

Capacity to Address 
Problem 

Motivation to Solve 
the Problem (+ or -) 

Poor rural women At risk during childbirth Limited because of poor 
quality health care 
services 

High + 

Traditional birth 
attendants 

Unable to access formal 
health care services but 
directly involved in most 
deliveries 

Limited with existing 
knowledge and 
resources 

Mixed: concerned about 
possible loss of status 
but interested in 
increased 
knowledge/resources 

 
Diagram 4 shows just one set of criteria that could be analysed.  In different 
circumstances other columns could be added to deal with other issues, such as 
the level of influence of a certain individual or group. 
 
Stakeholder analysis seeks to identify and better understand the different 
viewpoints. Sometimes this may lead to a decision to not proceed or substantially 
modify the Activity. It is important to subdivide stakeholder groups (e.g. men and 
women, or older and younger community members). The NZAID Gender Policy 
requires all data to be gender disaggregated.  
 
SWOT Matrix  
This is used to help analyse the internal strengths and weaknesses of a 
development situation or an organisation.   
 
Diagram 5:  An example of a SWOT Matrix (as applied to a grassroots 
organisation) 
 

Strengths Weaknesses 

• Grassroots based organisation with quite 
broad membership 

• Focussed on the specific concerns of a 
homogenous group 

• Good gender balance 
• Experienced in managing small scale donor 

funding  

• Limited management structure 
• No formal legal status and documentation of 

policies, mission etc. 
• Weak linkages with other organisations  
• Internal disagreements of the best strategy for 

addressing…. 
 

Opportunities Threats 

• Growing public support for changes to current 
practices 

• New legislation being drafted on…. 

• Strong commercial interests opposing ….. 
• Widespread abuse of existing laws related to…. 
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Venn Diagram 
This uses a series of circles to show the relationships between different Activity 
variables, such as stakeholder groups. The size of the circles represents the 
relative power or influence of the group and their spatial separation shows the 
working connections between them. Venn diagrams can be used in PRA 
(Participatory Rapid Appraisal) exercises to help stakeholders visualise their 
relationships and roles. 
 
Diagram 6:  An example of a Venn Diagram 

Environmental 
Protection 

Agency 

 
NGO  

Local 
Government 

Private 
industry 

Consumers 
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Spider diagram  
A Spider diagram is used to provide a visual representation of the relative 
importance of different Activity variables.   
 
Diagram 7:  An example of a Spider Diagram (applied to institutional capacity of an 
organisation) 
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Annex 2: Problem Tree Analysis 
Problem Analysis involves four main steps: 
 

Step Action 
1 Agree on the problem or need that should be analysed 

2 Identify the ‘focal problem’, i.e. the problem or need that the 
target group considers to be the most critical 

3 Identify all of the other problems associated with the focal 
problem 

4 Develop a problem tree to show the hierarchy of all of the 
problems in terms of their cause and effect relationship 

 
The problem tree should be developed as a participatory group activity. (6 to 8 
people is often a good group size: if more people need to be involved use more 
groups.)  It’s important to ensure that groups are structured in ways that enable 
particular viewpoints, especially those of the less powerful, to be expressed.  For 
example women will often have a very different perception of the community’s 
problems than the men. 
 
Developing a problem tree requires the following 5 steps:  
 

Step Action 
1 Brainstorm suggestions to identify the focal problem and write it 

on a card or ‘Post-it’. 

2 Brainstorm all of the related problems to the focal problem and 
write each problem on a separate card (or a Post-it). 

3 Establish a hierarchy of causes and effects – problems that are 
directly causing the focal problem go below it, and problems 
that are effects of the focal problem go above. 

4 For each problem ask the question ‘What causes this 
problem?’  Write the causes on separate cards and place them 
below the problem they cause.  If there are two or more causes 
of a problem, and one is not the cause of the other then place 
them on the same level. 

5 Review the problem tree for completeness and accuracy and 
connect the problems with cause-effect arrows/lines to show 
the links (see example below). 
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Key points to remember: 
• The quality of the tree will depend on involving the right people. 
• It may be best to run separate problem analysis workshops with different 

stakeholder groups. 
• The process is as important as the product and should be seen as a learning  

and relationship-building experience. 
• The problem tree should be a valid but simple representation of the current 

negative situation. 
• Don’t try and cover every cause of every problem identified – concentrate on 

the most important ones. 
 
Example of problem tree (relating to bus accidents) 
 

Economic loss to 
passengers

 

Passengers are late
 

Increased costs to 
health service

Passengers are hurt 
or killed

 

Frequent bus accidents
 

Bad condition of 
buses

 

Bad roads
 

Drivers drive 
dangerously

 

Poor bus 
maintenance

 

Poor training
 

Old buses
 

Poor 
maintenance

 
Poor recruitment

 

Effects 

Causes 
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Annex 3: Objective Analysis 
Objectives analysis translates the problems identified in the problem tree analysis 
into positive outcomes. 
An objective tree is a tool to help in the analysis and presentation of ideas and it 
provides a simple but strong summary of the desired situation. It is important that 
this is a participatory process. The analysis involves three main steps: 
 

Step Action 
1 Re-write all of the negative statements in the problem tree as 

positive statements of what is desirable. 

2 Check the means to ends relationships to make certain they 
are valid and complete. 

3 Where required rewrite the statements and add new objectives 
(eg where it is clear that other elements are needed to 
successfully reach the next level in the hierarchy). 

 
 
Example of an objective tree (relating to bus accidents) 

No economic loss to 
passengers

Passengers are on 
time

Reduced costs to th 
health service

Reduced number of 
passenger injuries

Reduced number of bus 
accidents

Condition of 
buses improved

Roads 
improved

Drivers drive 
safely

Buses maintained 
properly

Training of drivers 
improved

Age of bus fleet 
lowered

Road 
maintenance 

improved

Recruitment 
improved

 

Ends 

Means 
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Annex 4: Strategy Analysis 
Objective analysis is likely to identify a number of inter-related approaches 
(branches) that could be adopted to achieve a development impact.  A decision 
needs to be taken as to which objective/s should be included in the Activity 
strategy. 
 
Strategy analysis involves seven main steps: 
 

Step Action 

1 Identify the different approaches in the objectives tree 

2 Eliminate any objectives that are clearly unachievable 

3 Identify branches already being pursued by other development 
Activities in the area 

4 Assess the implications of the different strategies on different 
stakeholders 

5 Assess the likely feasibility of the alternative strategies   

6 Check the choice against the key criteria (see below) 

7 Carry out a detailed risk analysis of the chosen strategy 
 
 
Key criteria to use in a Strategy Analysis 
There are many criteria that can be used to help decide on the most appropriate 
strategy: 

• Social criteria: distribution of costs and benefits, gender issues, socio-cultural 
constraints, local preferences and motivation, benefits to target groups, 
potential ‘champions’ of a project 

• Environmental criteria: environmental impact, environmental costs versus 
benefits, potential for environmental improvement 

• Technical criteria: appropriateness, use of local resources, technical 
feasibility and sustainability 

• Institutional criteria: existing institutional capability, contribution of strategy to 
capacity building, leadership 

• Financial and economic criteria: cost benefit, cost effectiveness, financial 
sustainability (recurrent costs) 
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Particular attention should be paid to cross-cutting issues (See NZAID Screening 
Guide for Mainstreamed and Other Cross Cutting Issues). Other potentially 
significant issues may include the: 

• Capability of key stakeholders 
• Linkages with other current or planned activities 
• Preferences of intended beneficiaries 
• Urgency of the situation 
• Previous experience of stakeholders 
• Political will, leadership and opportunity. 
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Annex 5: Developing a Logical Framework Matrix 
LFM terminology 
The LFM sets out important information related to the Goal, Activity Objective 
and Outputs (see Diagram 6).  All of the major development agencies use the 
LFM. While it is presented in a fairly standard way, the terminology used varies 
from agency to agency. This can sometimes be a problem for partners. Some of 
the common variations are: 
 
 

NZAID Other 
Goal Overall Objective 

Activity Objective Purpose or Outcome 

Output Result 

Project Description Intervention Logic 

Indicator Objective Verifiable Indicator (OVI) 

Source of Verification (SoV) Means of Verification (MoV) 
 
There may also be confusion over the terms ‘risks’ and ‘assumptions’. Risks are 
negative statements (‘a bad policy will not change’) while assumptions are 
positive statements (‘the policy will change to a good one’). 
 
Developing the Logical Framework Matrix 
Preparation of the LFM is an iterative process where the thinking and information 
produced at a later stage may mean rethinking and modifying parts of the LFM 
that have already been developed.  It is also important to recognise that the LFM 
is a living document. It should be modified – with the agreement of all partners - 
as new information comes to light throughout the Activity cycle. 
 
The LFM is only intended to provide a summary of the Activity design. So, unless 
the LFM is for a programme with a large number of components, it should be less 
than 4 pages long. In some cases it might be better to document the 
activities/tasks separately in an indicative work-plan (or gantt chart) whilst 
maintaining links to the related outputs by keeping to a clear numbering system. 
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The following diagram illustrates the sequence for developing a LFM. 
 

 Activity 
Description 

Indicators Sources of 
Verification 

Assumptions/ 
Risks 

         
Goal 

 
*  To develop the LFM begin at box 1 and follow the numbers. 
**In the initial stages activities should not be planned in detail, ‘task’ focussed 
planning produces poor designs, it is more important at this stage to address the 
issues around the outputs and Activity objective. 

 
Completing the activity description (first) column 
The first column of the LFM is derived directly from the objective tree and 
summarises the ‘means-to-end’ logic of the proposed Activity.  (This is 
sometimes known as the ‘intervention’, ‘vertical’, or ‘if – then’ logic.) 
 
The lower levels of the hierarchy need to be completed successfully in order to 
achieve the activity descriptions above:  
 

If… Then… 
adequate inputs/resources are 
provided 

activities can take place 

activities are carried out the outputs will be delivered 

the outputs are delivered the project objective will be achieved 

the project objective is achieved this should contribute towards the 
Goal 

 

 
   111***   8 9 

 

Activity 
Objective 

    

 
2 10 11 7 

 
Outputs 

 

 
3 

 
12 

 
13 

 
6 

 
Tasks/ 

activities 
 

 
(4)** 

 
 

  
5 
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This logic is refined and qualified by the assumptions/risks in the 4th column.  The 
vertical logic can also be reasoned in terms of necessary and sufficient 
conditions: 
• Achieving the Activity objective is necessary but not sufficient to attain the 

goal, (because there will be other initiatives contributing to this same sectoral 
or national level goal) 

• Producing the outputs is necessary but may not be sufficient to achieve the 
Activity objective (because there may still be assumptions involved) 

• Carrying out the activities/tasks is necessary and sufficient to deliver the 
required outputs. 

 
Completing the Assumptions/Risks (fourth) column 
This column identifies the key assumptions and risks that link each level of the 
hierarchy of activity descriptions (see Diagram 6). These are factors outside the 
Activity management’s direct control but which may require a management 
response later in the Activity cycle (e.g. policy dialogue with government if 
expected policy changes do not come about).  
 
Completing the Indicators (second) column 
An indicator is defined as ‘a quantitative or qualitative factor or variable that 
provides a simple and reliable means to measure achievement, to reflect the 
changes connected to an intervention or to help assess the performance of a 
development actor’. 
 
One approach is to use ‘SMART’ criteria for indicators (see NZAID Monitoring 
Guideline for other approaches):  
 

Specific to the objective it is supposed to measure 
Measurable – either quantitatively or qualitatively 
Available at an acceptable cost 
Relevant to the Management Information System 
Time-bound – linked to the expected completion target 

 
Good baseline indicators are essential if Activity progress is to be monitored. It 
may be appropriate to invest in baseline data collection in advance of Activity 
implementation.  
 
The following points are also important when developing or appraising indicators: 

• Indicators for one level must be more than just the sum of the indicators 
for the level below, e.g. the indicator at the Activity objective level should 
not be merely a summary of the indicators used for the output level 

Docs Open 1172031 Page 25 of 28 Approved by SG 19/10/06  



NZAID Logical Framework Approach Guideline 
 

• It is often necessary to have more than one indicator for each objective to 
measure both quantitative and qualitative aspects  

• ‘Proxy indicators’ can sometimes be used as indirect measures of 
achievement 

• More information is not always better or necessary  
• Indicators developed during the identification and design stages may need 

to be modified when more information becomes available during 
implementation 

• Always take into account our partners’ information and data-gathering 
capabilities and be prepared to strengthen these. 

 
Completing the Source of Verification (third) column 
The information for the Source of Verification (SoV) column should be developed 
at the same time as the indicators.   

• Who should collect/provide the data (e.g. project staff, independent 
survey teams, etc.) 

• How often the data will be collected (e.g. monthly, quarterly, 
annually, etc.) 

• How the data will be collected (e.g. administration records, 
Knowledge, Attitude and Practice surveys, etc. 

The SoV should explain briefly: 

 
When developing the SoVs it is important to consider existing information 
systems and the needs of different levels of management.  Try to use and 
strengthen existing SoVs wherever possible.  
 
Conducting detailed sample surveys are usually very expensive. Simpler SoVs 
including the use of ‘proxy’ indicators may be appropriate.  For example, rather 
than trying to survey increased household incomes it may be sufficient to observe 
changes in household assets (e.g. use of improved roofing material).  
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Annex 6: Developing a Work-Plan 
 
A Work-plan is an essential Activity planning document that provides a clear, 
often graphically presented, representation of the Activity’s main activities/tasks, 
their sequence, timing and who will have management responsibility for them. A 
number of software programmes are available to assist in the development of 
work-plans.  
 
The following steps are usually involved when developing a work-plan: 
 

Step Action 
1 Choose appropriate time periods for specifying when activities will take place (weeks, 

months, quarters) 

2 List the main activities identified during the development of the LFM in the left hand 
column 

3 Break each activity down into manageable tasks, i.e. a task that can be managed by 
an individual and is easy to visualise in terms of resources required and the time it will 
take to complete.  But be careful, a common mistake is to break the activities into too 
many small components. 

4 Clarify the sequence and relationships between tasks (Does another task have to be 
completed before this task can be started? Can two tasks be carried out at the same 
time?)  
It is important to think about the scheduling of human resources.  There are limits to 
how many things a single manager or extension worker can be expected to work on at 
the same time. 

5 Estimate the start time and duration of each task.  This may be represented as a line 
or bar on a chart.  Be careful to: 

• Include all essential activities and tasks 
• Bear in mind work loads on individuals (peaks and troughs of work) and 

identify where additional assistance may be needed 
• Be realistic about how long a task will take  

6 Identify key events (milestones) to help monitor progress. These are often dates by 
which an task will be completed (e.g. new curriculum drafted by September 20XX). 

7 Agree responsibilities for tasks with the various members of the implementation team 

 
The work-plan and the resource schedule should be clearly linked to the Activity 
outputs to ensure a results-based focus. Keeping strictly to a consistent 
numbering system will help to ensure this and will make it easier for the 
documents to be read by others. There should be clear and direct links between 
the LFM, the Indicative work-plan and the resource schedule. 
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Annex 7: Developing a Resource Schedule 
A resource schedule costs the Activity inputs set out in the work-plan. It should 
distinguish between one-off expenditure and recurrent costs.  
 
The steps involved in developing a resource schedule are: 
 

Step Action 
1 Set up a table with the list of the activities in the left hand column 

2 For each activity make a list of all the inputs required to complete 
the tasks involved 

3 Group the inputs so that the cost information can be summarised 
into cost categories such as salaries, equipment, etc. and decide 
on the most appropriate units to use for the different inputs, e.g. 
person months, number. 

4 Look at the activity schedule and see when the tasks are going to 
be carried out and then specify the quantity (in units) required for 
each quarter 

5 For each input estimate a unit cost 

6 For Activities where there are different funding sources, allocate 
costs to the respective funding source and show this in the 
schedule 

Use the information from steps 4 and 5 to schedule the costs for 7 
different time periods and then add these to come up with a total 
Activity cost 

The final column can be used to list the recurrent costs. (These 8 
are the annual maintenance costs that will be required to keep 
the benefits flowing from the Activity after it has finished, e.g. the 
salaries of local staff.) 
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