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Abstract: The Objective Oriented Project Planning (OOPP) or the Logical Framework Approach (LFA)
is an established activity design methodology used by a range of major multilateral and bilateral donors.

It is based on a systematic analysis of the development situation, LFA is an instrument for objective
oriented planning of projects. The method may also be used for analysis, assessment, follow-up and

evaluation of projects. What the method is used for depends on the role of its users and their needs. The
systematic application of the method, with good judgment and sound common sense, can help to improve

the quality, and hence the relevance, feasibility and sustainability of development cooperation.
At the request of the Central Department of Information Systems and Computers, the Egyptian

Environmental Information System (EEIS) Project Funded by Canadian International Development Agency
(CIDA) undertook the preparation of an Environmental Information Strategic Plan (EISP) in consideration

of Egyptian Environmental Affairs Agency (EEAA) mandate under law 4/1994 to collect, process, produce,
and distribute environmental information. The objective of this EISP was to provide EEAA with a plan

focused on the production and management of environmental information. This paper aims to illustrate
the objective Oriented Project Planning (OOPP) in developing the Environmental Strategic Plan (EISP).
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INTRODUCTION

More than three decades have passed since the first
introduction of the logical Frameworks Approach

(LFA) in a development organization. Today it is being
used widely and increasingly.

When U.S.A.I.D.- the United States International
Development decided in the early 1970ies to introduce

the Logical Framework it did so as a response to a
number of problems encountered with project

evaluations. These problems were:

C Vague Planning: In general there was no clear
picture of what a project would look like if it were

successful – the objectives were multiple and not
clearly related to the project activities; 

C Unclear M anagement Responsibilities: There

were  many  important  factors  outside the
control of Project Managers not stated as such

(external factors), which made it difficult on the
part of the project managers to accept

responsibilities for the outcomes.
 

C Evaluation as an Adversary Process: In the
absence of clear project targets evaluators tended

to use their own judgment as to what they thought
was "good" and "bad". Evaluation results would

rather become the basis for arguments about what
was desirable and undesirable instead of fostering

constructive actions for project improvement.

Many years have passed since then. The LFA has

developed  reflecting experience gained from

development projects and from the application of the

LFA itself and which were adapted according to the

specific policies and strategies of organizations.

Whereas initially the LFA was rather a tool for a

standardized presentation of projects (descriptive in

nature), facilitating the decision-making procedure for

those approving the projects in the 1970s it became a

tool for improved design of projects, turning more

analytical in order to achieve more successful projects.

In the 1980s and 1990s LFA expanded to become a 
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tool for improved project design and management,

maintaining its analytical focus but broadening it with

communication aspects.

At the request of the Global Environment Facility

(GEF) Council, the Logical Framework (logframe)

Approach is being adopted by all GEF projects since

July 1997. Regardless of the Council's decision. LFA

is not to be seen as a funding Agency requirement but

as a real opportunity to further improve the quality of

GEF projects.

The LFA is an analytical, presentational and

management tool which can help planners and

managers

C Analyse the existing situation during activity

preparation

C Establish a logical hierarchy of means by which

objectives will be reached

C Identify the potential risks for achieving  the

objectives, and sustainable outcomes

C Establish how outputs and outcomes might best be

monitored and evaluated 

C If desired, present a summary of the activity in a

standard format, and

C M onitor  and rev iew A ctivi ties  during

implementation,

LFA can be used throughout the donor aid

activities in

C Identifying and assessing activity options

C Preparing the activity design in a systematic and

logical way

C Appraising activity designs

C Implementing approved Activities, and

C Monitoring, reviewing and evaluating activity

progress and performance.

LFA  is  best  started  early  in  activity design.

(It is more difficult to use the LFA to review and/or

restructure ongoing activities which were not designed

using LFA principles and practices). As LFA is an "aid

to thinking", it has widespread and flexible application.

Activity planning and management should always

be approached as a team task. This means that

adequate opportunity should be given to colleagues and

key stakeholders to provide input to the process and

product of LFA. This can be supported by

C Taking time to explain the principles of LFA and

clarifying the terminology used

C Integrating effective team work and adult learning

methods into meetings with stakeholder groups,

and

C Ensuring that stakeholder groups are involved in

situation and/or problem analysis, particularly in

early design.

However, LFA is not a tool that all participants

should necessarily be expected to understand or use.

While "logical" in concept, its effective application

poses many challenges, even to the experienced user.

The Different Steps in the LFA Method:

C Analysis of the projects Context

C Stakeholder Analysis

C Problem Analysis/Situation analysis

C Objectives Analysis

C Plan of Activities

C Resource Planning

C Indicators/Measurements of Objectives

C Risk Analysis and Risk Management

C Analysis of the Assumptions

An objective-oriented project planning process,

such as LFA, is made in the nine different steps

presented above. Different stakeholders/parties have

different roles and are needed for different parts of the

planning procedure. There is an interrelationship

between the different steps. They may not be gone

through one by one and then finalized. The project

group may need to go back and revise one of the

earlier steps, such as the objective analysis, after

having received more information through the later

steps in the procedure. For example, when making the

risk analysis, new activities may have to be included in

the plan of activities.

The Logical Framework Matrix (LFM): One

standard analytical product of the LFA is the Logical

Framework Matrix (LFM). It consists of a matrix with

four columns and a number of rows, which summaries

selected aspect of an activity design, namely

C What will the activity do, and what will it produce

(Activity Description)

C The activity's hierarchy of objectives and planned

results (Also Activity Description)

C The key assumptions that are being made

(Assumptions), and

C How the activity's achievements will be measured,

monitored and evaluated (Indicators and Means of

Verification).

The general structure of a Logframe Matrix is

shown in Figure 1 below.

In order to help avoid common problem associated

with the use of the LFM, managers should
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Fig. 1: General structure and content of a Logframe Matrix

C Ensure their colleagues and partners have a

common understanding of the key analytical

principles and terminology used

C Emphasise the importance of the LFA process at

least as much as the matrix product

C Ensure it is used as a tool to promote stakeholder

participation, dialogue and agreement on activity

scope, rather to impose "external" concepts and

priorities

C Avoid using the matrix as a blueprint through

which to exert external control over the activity

C Treat the matrix as a presentational summary (keep

it clear and concise), and

C Refine and revise the matrix as new information

comes to light.

Advantages Offered by LFA: 

C Initiate a dialogue between all parties involved

(beneficiaries, implementers, decision makers and

financiers) 

C Provide a tool for the identification of problems

and correct solution to problems

C Contribute  to clarifying and concretizing the

project's objectives and to specifying correct

activities that are necessary to realize the

objectives 

C Facilitate the production of follow-up reports and

evaluations 

C Create a joint approach for the project, reducing

complexity.

C Ensure that the ownership of the project ends up

with the partners in co-operation

C Make the implementation of the project more

efficient, reduce the amount of time required and

make the project/programme sustainable.

C Improve the conditions for relevance, feasibility

and sustainability of projects and programs.

MATERIALS AND METHODS

The preparation of a first version environmental

EISP aims at providing EEAA with a plan focused on

the  production  and  management  of environmental
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Fig. 1: Outcomes and Outputs

information. It is by no means a strategic plan for the

entire Agency. Rather, it is directed at meeting that

aspect of Law 4 of 1994 related to EEAA’s mandate

to collect, process, and disseminate environmental

information for its use and use by its clients.

The production and management of environmental

information influences a significant proportion of

EEAA’s activities and it is the main focus of the EISP.

The EISP does not; however, address those activities

that rely on the use of environmental information.

A strategic, planning framework was used to help

EEAA prepare the environmental EISP. The framework

identified four major, overlapping phases as follows:

C Problem Definition Phase

C Direction Setting Phase 

C Structuring of Agreements Phase

C Outcomes Phase
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The main objectives of the EISP development

process were to ensure a broad-based consultation of

environmental information users and to provide

decision-makers with a consensus-built environmental

EISP. To these ends, the process allowed for

substantial input by EEAA personnel during three

successive stages of the process:

C A survey of environmental information needs;

C An inter-departmental, analytical workshop

(Workshop 1) regarding the assessment and

prioritization of options; and

C Two inter-departmental, strategic planning

workshops (Workshops 2 and 3 ) regarding

development of the EISP using the objective,

oriented planning system.

Workshop 1 involved an analysis of the results of

the environmental information survey and the

formulation of possible options. These options were

submitted to the participants at the workshop who

assessed their feasibility, selected the most feasible

options, and subsequently prioritized these options

using established criteria. 

Workshop 2 involved organizing the options

identified in Workshop 1 into an institutional

framework   suitable   for  development of the EISP.
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The options were reviewed and a primary strategic

objective identified, as well as possible outcomes,

outputs, and activities required to achieve the strategic

objective. 

The list of possible information outcomes, outputs,

and activities were discussed with the workshop

participants who subsequently worked in small groups

to strategically assess the outcomes, and related outputs

and activities. The assessments completed by each

group were used to reach a general consensus on the

desired outcomes, and related outputs and activities.

The results of Workshop 2 were reviewed and the

outcomes, outputs, and activities grouped into a logical

sequence to maximize the management of reliable

environmental information. The review produced 4

outcomes related to the activities of the Information

and Computer Centre.

Workshop 3 was conducted in the same manner as

the second workshop. This workshop was initially

intended to examine two additional outcomes

(Outcomes 5 and 6). Outcome 5 was identified as

“Implementation of a Standardized Planning System”

and Outcome 6 as “Increased Production of Agency

Documents.”  The workshop chose to focus on

Outcome  6 because the outputs and activities

associated with the Outcome 5 had previously been

developed through a series of workshops with the

Planning Department. 
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RESULTS AND DISCUSSIONS

The overall outcomes and associated outputs are

presented in Figure 2. Outcomes 1 to 4 apply primarily

to the Information and Computer Center Department,

whereas Outcome 5 applies to the Planning

Department,  and  Outcome  6  applies  to   all

EEAA  Departments.  We will go through outcome 1

as an example 

Outcome 1. Reliable Agency Wide Technical

Infrastructure: One of the outcomes of the strategic

objective is the availability of a reliable agency wide

technical infrastructure to support the collection,

processing and dissemination of environmental

information . This is the most technological oriented

outcome and is best attained when the infrastructure is

accessible anytime, anywhere, and by anyone with

granted privileges. It also should be cost-effective. It

includes 3 outputs as follows:

C An efficient use of hardware and software

technology;

C A stable and secure EEAA network; and

C EEAA system security.

To produce these outputs, a number of activities

are planned. The impacts of these activities should be

evaluated at different levels (human, technical, and

financial), an annual work plan produced to support the

activities, and the results of the activities monitored

annually so that their effectiveness can be measured

and appropriate actions taken when needed

Output 1.1 Efficient Use of Hardware and Software

Technology: This output requires that EEAA has a

good knowledge of its hardware and software assets, as

well as their use, so that upgrades are performed in a

systematic and efficient way and so that personnel have

the required expertise to use the hardware and

software. The following activities were identified. 

C EEAA maintains an inventory of all their hardware

and software (servers, workstations, peripherals,

operating systems, and word processing software,

database management software). The inventory

should include the dates that items were acquired,

version numbers, warranties, and ongoing

maintenance contracts. 

C EEAA maintains information on the use of

hardware and software, as well as reported bugs

and/or problems. Tools should be implemented to

manage this information. 

C Using the information produced by the previous

activities,  EEAA  should develop a systematic

way  to upgrade its hardware and software.

General policies on minimum requirements for

different types of use should be established so that

users most in need of upgrades are the first to

receive them. It also allows elements to be

transferred from one user to another, where

possible, and allows technologies causing problems

(bugs, repairs) to be identified.

C EEAA should establish technical orientations for

different types of technologies (OS, DBMS,

development tools). Agency personnel involved in

the selection of technologies (applications and

tools) should be encouraged to follow these

orientations so that the sustainability of these

technologies is ensured by appropriate expertise

(e.g., standardization of DBMS - Oracle). These

orientations  should be updated regularly, i.e.,

every two years.

C The  roles  and  responsibilities  of  the  ICC

Department  should  be  defined  and publicized

so  that  frustrations  about its involvement or

non-involvement  in  technology-oriented

activities  are  reduced  (e.g.,  who  has  the

final  decision  on  acquisition,  who  decides

who  obtains  new  computers, how much

technical  support  is  available, and in what

period of time).

C IT  personnel  should  be  properly  trained

(annual programs) so that they can efficiently

manage the technologies and monitor new ones. 

Output 1.2 Stable and Secure EEAA Network: This

output requires that EEAA maintain an efficient, stable,

and secure network to access both internal and external

data, as well as services, and that personnel have the

required expertise to use the network. The following

activities are recommended. All Agency computers are

efficiently connected to frequently used applications,

e.g., subgroups.

C All employees should have standardized email

addresses (e.g., kamal.talaat @eeaa.gov.eg).

C Access to the Internet must be fast and secure

(e.g., adequate response time at all times of day,

specific web sites prohibited, and access from the

Internet to EEAA’s network protected).

C All employees must understand and use the

network efficiently.

C IT personnel should be properly trained through

annual programs so that they can manage the

network efficiently and ensure its stability.
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Output 1.3 EEAA System Security:

This output requires that EEAA manages the

security of the environmental information related its

assets. The following activities are required.

C EEAA's network must be protected from external,

non-authorized access (e.g., configuration of

firewall).

C Data must be backed-up and regularly archived

including the identification of off-site locations for

backed-up data.

C Each application must be password protected with

the appropriate restrictions (e.g., types of users and

available functions).

C Security procedures should be publicized so that,

they are understood by all users.

C Security procedures should be documented and

personnel trained on how they must be applied.
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