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Log Frame V: Risks and Assumptions
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LOG FRAME V: RISKIS & ASSUMPTIONS
	Date: 7/06 (rev. 2)
	(*1-1½  HOURS)


	OBJECTIVES:
	1.
	Participants will know that every project involves some risks, or factors that are beyond our control.

	
	2.
	Participants will recognize the assumptions that are part of their planning process.

	
	3
	Participants will use the “If-And-Then” test to check if their log frame is logical.


OVERVIEW FOR TRAINERS: This is the fifth in a series of lessons on the logical framework, which is important for planning and managing projects. These lessons are based on Project Cycle Management, by Rachel Blackman, 2003, published by Tearfund. These lessons can be used to train training teams who then will train committees to plan and to evaluate their own projects.
	METHOD
	
	TIME
	
	KNOWLEDGE

	Role Play: Anita has arrived in Monterrey for the wedding.  But now she finds that her family is anxious.
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	1st
	We have planned a reception outside, in the park.  But now they are predicting thunderstorms.
	
	
	
	

	2nd
	If it rains, that will ruin everything
	
	
	
	

	1st
	And I haven’t heard from the florist yet.  Are the flowers all ready?
	
	
	
	

	2nd
	I hope so.  We want to have a beautiful wedding.
	
	
	
	

	1st
	Yes, and I hope the pastor arrives on time.  What will we do if he is late?
	
	
	
	

	2nd

	I don’t know.  We have all the wedding details planned out, but so many things could still go wrong.
	
	
	
	


	----SHOWD questions----

S = What do you See?

H = What is Happening?

O = Does this happen in Our place?

W = Why does this happen?

D = What will we Do about it?
	
	
	
	

	I.
	Hand out the Iztlapa case study and the Iztlapa Log Frame with the Summary Column filled in.  Start with the activities row and work up.  At each level, ask “If-then”.  If this happens, then what?  
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	I.
	If-Then

	
	A.
	What are some of the activities for the project?
	
	
	
	
	A.
	Activities

	
	
	
	
	
	
	
	
	1.
	Vaccination campaign

	
	
	
	
	
	
	
	
	
	2.
	Health teaching on vaccines

	
	
	
	
	
	
	
	
	
	3.
	CHEs invite families

	
	B.
	If we carry through these activities successfully, then what are some of the immediate results or outputs?
	
	
	
	
	B.
	Outputs or short-term results

	
	
	
	
	
	
	
	
	1.
	Families are taught about vaccines.

	
	
	
	
	
	
	
	
	2.
	There is better delivery of vaccines to the villages

	
	C.
	And these immediate results will lead to what outcomes, or medium-term results?
	
	
	
	
	C.
	Outcomes or medium-term results

	
	
	
	
	
	
	
	
	1.
	Better access to vaccines

	
	
	
	
	
	
	
	
	2.
	More use of vaccines

	
	D.
	And these outcomes will lead to what long-term results or impact?
	
	
	
	
	D.
	Outcomes or long-term results

	
	
	
	
	
	
	
	
	1.
	Improved health of the children of Iztlapa

	II.
	Risks and assumptions
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	II.
	Risks and assumptions

	
	A.
	However, we cannot control all the circumstances of the project.  What are some things that still could go wrong vaccination project?
	
	
	
	
	A.
	Possible problems?

	
	
	
	
	
	
	
	
	1.
	The vaccines may not work well.

	
	
	
	
	
	
	
	
	2.
	The Health Center may not have vaccines.

	
	
	
	
	
	
	
	
	
	3.
	The families may not bring their children for vaccination.

	
	
	
	
	
	
	
	
	
	4.
	The families may not understand the CHEs.

	
	B.
	Those negative statements are the risks.  They are beyond our control.  Turned into positive statements, they become assumptions.  What are some assumptions for the Iztlapa project?
	
	
	
	
	B.
	We assume that:

	
	
	
	
	
	
	
	
	1.
	Vaccines can prevent diseases.

	
	
	
	
	
	
	
	
	2.
	The Health Center will have vaccines.

	
	
	
	
	
	
	
	
	3.
	The families will bring their children.

	
	
	
	
	
	
	
	
	4.
	The CHEs will speak the same language as the families.

	
	C.
	Return to the Log Frame.  Place these assumptions in the fourth column.  

Demonstrate the “If-and then” logic, giving a couple of examples.

Now think of “if and then statements”, beginning at the bottom of the chart and working up.
	
	
	
	
	C.
	See the “Iztlapa Log Frame with Assumptions” for a sample chart.

	
	
	
	
	
	
	
	
	1.
	If health teaching is given by the CHEs in the local language, and the CHEs are not rejected by their neighbors, then families will be taught the use of vaccines.

	
	
	
	
	
	
	
	
	2.
	If the Health Center agrees to help with vaccines and they deliver vaccines to the villages, then a better supply of vaccines will reach the villages.

	
	
	
	
	
	
	
	
	
	3.
	If the families are taught about vaccines and they are not blocked by their fears, then there will be better use of childhood vaccines.

	
	
	
	Continue this same process up the chart.
	
	
	
	
	
	4.
	If the cold chain is maintained and the Health Center provides the vaccines, then there will be better access to vaccines.

	
	
	
	
	
	
	
	
	
	5.
	If vaccines are an effective way to prevent childhood diseases and more children are vaccinated, then fewer children will get sick and the children of Iztlapa will be healthier.

	
	D.
	Keep your Iztlapa log frame for further use.
	
	
	
	
	
	
	

	III.
	Applying this to our communities

(Optional. This will give extra practice in using the Log Frame.)
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	III.
	Applying this to our communities



	
	A.
	Think of a project that you are doing in your own community, or use the Sri Lanka story if you are not yet working in a community.  Are there any risks involved?  Are there any outside circumstances or events that are beyond your control?  Discuss briefly.
	
	
	
	
	A.
	The Sri Lanka case study is in a supplement.

Some risks that we face are:



	
	B.
	Divide into small groups by communities again.  Refer back to the Log Frame that you started and review the Goal, Outcomes, Outputs, and Activities of the project that you listed in the Summary column last time. 
	
	
	
	
	B.
	The Summary for our project (or for the Sri Lanka case study) includes:

	
	
	
	
	
	
	
	
	1.
	Goal:

	
	
	
	
	
	
	
	
	2.
	Outcomes:

	
	
	
	
	
	
	
	
	3.
	Outputs:

	
	
	
	
	
	
	
	
	4.
	Activities:

	
	C.
	Now identify possible risks.  Risks are things that could go wrong that are beyond our control.   Turn these into positive assumptions.  Add these assumptions to the Log Frame at all levels, working up from assumptions about the activities, next to the outputs, then the purpose, and finally the goal
	
	
	
	
	C.
	See the Iztlapa Log Frame for an example of assumptions.

Possible risks for the project are:

But we assume that:

The Log Frame will include only the assumptions, not the risks.

	
	
	
	
	
	
	
	
	1.
	Risk:

	
	
	
	
	
	
	
	
	2.
	Assumption:

	
	
	
	
	
	
	
	
	3.
	Risk:

	
	
	
	
	
	
	
	
	
	4.
	Assumption:

	
	D.
	Now test the logic of your log frame, using the “if and then” test:

 If (activity) and (assumption), then (output).  If (output) and (assumption), then purpose.

If (purpose) and (assumptions), then goal.

Does it work?
	
	
	
	
	D.
	The “If and Then” test:

IF (objective) AND (assumption) THEN



	
	E.
	Each small group will give a summary of their Log Frame thus far to the large group.  (Keep your Log Frame for future use.)
	
	
	
	
	E.
	An example of the Sri Lanka log frame with assumptions is given in the supplement 

	IV.
	Summary. Congratulations! You are now more than half way done in building your log frame. How does it feel? Test out your understanding with the following quiz. Answer true or false, and be ready to give an explanation.

(Do this as a large group, taking a show of hands as a vote.)
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	IV.
	Answers and explanations
The lesson number is included if you want to check this information.

	
	A.
	The log frame is a log cabin in the woods that we are building.
	
	
	
	
	A.
	False.  The log frame is a tool for planning, carrying out, and evaluating projects. 

	
	B.
	If our project does not work right the first time, then we have failed and should give up.
	
	
	
	
	B.
	False.  We ask “What can we do better next time?” and then try again.  (Log Frame II, Lesson learning)

	
	C.
	Every main problem has several root causes and several effects.
	
	
	
	
	C.
	True. (Log Frame II).  We can draw a problem tree to show those root causes and the effects.

	
	D.
	To fill in a log frame, we first list the Indicators and the Evidence, and then go on to the Summary.
	
	
	
	
	D.
	False.  We first work down the Summary column and up the Assumptions column before filling in the Indicators and the Evidence (Log Frame, Building the frame).

	
	E.
	The goal is the opposite of the main problem.
	
	
	
	
	E.
	True.  The main goal is to fix or improve the main problem. (Log Frame IV).  

	
	F.
	We shouldn’t take risks.  If we do our project well, then everything will succeed.
	
	
	
	
	F.
	False.  Every project has risks.  There are always circumstances that we cannot control. (Log Frame V).

	
	G.
	My goal is to understand log frames.
	
	
	
	
	G.
	True.  (At least, that is my assumption!)

	
	H.
	Congratulations!  You have come a long way with log frames.
	
	
	
	
	H.
	True.

	ATTITUDE:


	Participants will recognize that some aspects of the project are beyond their control.

	SKILL:


	1. Participants will recognize external risk factors that may affect the project.

2. Participants will convert these into assumptions for the Log Frame.

3. Participants will use the “If-And-Then” test to check logic of the Log Frame.

	EVALUATION:


	1. Can participants describe external risk factors that may affect their project?
2. Can they construct the Summary & assumption columns of a Log Frame?

3. Can they use the “If-And-Then” test to test the Log Frame?

	MATERIALS:


	1. Newsprint, markers, tape

2. Sril Lanka case study

3. Supplements—The Log Frame, and the “If-And-Then” Test

4. Supplements--Iztlapa History and Example of Log Frame


Reference

Blackman, Rachel. 2003. Project Cycle Management. Tearfund: Roots 5. Available from http://tilz.tearfund.org/webdocs/Tilz/Roots/English/PCM/PCM_E.pdf

THE LOG FRAME

	
	SUMMARY
	INDICATORS
	EVIDENCE
	ASSUMPTIONS

	GOAL

(Desired Impact)
	
	
	
	

	OUTCOMES
(Purpose of Project)
	         
	
	
	

	OUTPUTS
	
	
	
	

	ACTIVITIES
	
	
	
	


THE “IF-AND-THEN” TEST
	
	SUMMARY
	INDICATORS
	EVIDENCE
	ASSUMPTIONS

	GOAL

(Desired Impact)
	
	
	
	

	OUTCOMES

(Purpose of Project)
	          
	
	
	

	OUTPUTS
	   THEN
	
	
	

	ACTIVITIES
	    IF

	
	
	   AND


THE HISTORY OF IZTLAPA
In the town of Iztlapa, high in the mountains of Mexico, the children were always getting sick.  They lived in remote pueblos, far from the health centers and many parents speak their ethnic language, Iztlapaneco, so they could not read Spanish and they were fearful of the health center.  Many children died from common illnesses like measles and whooping cough.  A CHE ministry was formed in this Iztlapa town.  The CHEs learned about vaccines, and then taught their friends and neighbors.  Their committee worked together with the Centro de Salud (Health Center) to start a vaccination campaign.  The CHEs went with the health workers to each of the tiny pueblos in the hills, and brought the families to get shots

AN EXAMPLE OF A LOG FRAME—IZTLAPA, MEXICO

	
	SUMMARY
	INDICATORS
	EVIDENCE
	ASSUMPTIONS

	GOAL

(Desired Impact)
	Improve the health of the children of Iztlapa.
	
	
	

	OUTCOMES

(Purpose of Project)
	Improve the access to and use of childhood vaccines  
	
	
	

	OUTPUTS
	Families are taught the use of vaccines.

Vaccines are delivered to the villages.
More children are vaccinated.


	
	
	

	ACTIVITIES
	Health teaching is given by the CHEs.

The committee starts a vaccination campaign.

The health center delivers vaccines to the villages.

The CHEs invite and accompany families.
	
	
	


IZTLAPA LOG FRAME WITH ASSUMPTIONS
	
	SUMMARY
	INDICATORS
	EVIDENCE
	ASSUMPTIONS

	GOAL

(Desired Impact)
	Improve the health of the children of Iztlapa.
	
	
	

	OUTCOMES

(Purpose of Project)
	Improve the access to and use of childhood vaccines  
	
	
	Vaccines are an effective way to prevent many childhood illnesses.

	OUTPUTS
	Families are taught the use of vaccines.

Vaccines are delivered to the villages.
More children are vaccinated.


	
	
	Families are not blocked by their fears or by the local beliefs
CHEs speak the local language, Iztlapaneco.
The cold chain is maintained so that the vaccines still work.

	ACTIVITIES
	Health teaching is given by the CHEs.
The committee starts a vaccination campaign.
The health center delivers vaccines to the villages.
The CHEs invite and accompany families.
	
	
	CHEs are not rejected by their neighbors.
The health center agrees to help the committee with vaccines.

The families agree to give their children vaccines.
Vaccines are not given during the harvest season.


SRI LANKA CASE STUDY

After the tsunami, many families in Sri Lanka were left homeless and lived in tents in crowded refugee camps until they could get settled again.  They lived in an area with heavy rains, so could draw muddy water either out of a nearby stream or from shallow irrigation pits.  However, they had little clean water to drink
Many people drinking the muddy water developed diarrhea and became sick.  Their leaders met together to discuss solutions for the problem.  They wanted to use inexpensive materials that were easily available, so they decided to try different techniques such as the solar disinfection using clear soda bottles, and using a three pot system to filter water.  Some families decided to boil their water, but firewood was scarce.  Others collected rain water that ran off their tents.

SRI LANKA LOG FRAME

	
	SUMMARY
	INDICATORS
	EVIDENCE
	ASSUMPTION

	GOAL

(Desired Impact)
	Improved water supply
	
	
	

	OUTCOMES

(Purpose of Project)
	Provision of a clean drinking water   
	
	
	

	OUTPUTS
	Improved supply of clean water

Families better informed of need for clean water

CHEs working together 
	
	
	

	ACTIVITIES
	Health teaching

Demonstrate techniques

Solar disinfection

Three pot filters

Collecting rain water

Boiling water

Collecting rain water
	
	
	


SRI LANKA LOG FRAME WITH ASSUMPTIONS
	
	SUMMARY
	INDICATORS
	EVIDENCE
	ASSUMPTION

	GOAL

(Desired Impact)
	Improved water supply
	
	
	

	OUTCOMES

(Purpose of Project)
	Provision of clean drinking water   
	
	
	Children will drink the clean water.  

Families will not continue to use contaminated water.

	OUTPUTS
	Improved supply of clean water

Families better informed of need for clean water

CHEs working together to teach and demonstrate. 
	
	
	Families will understand the need for clean water.

Families do not reject teaching as “too much work.”



	ACTIVITIES
	Health teaching

Demonstrate techniques

Solar disinfection

Three pot filters

Collecting rain water

Boiling water

Collecting rain water
	
	
	There is enough firewood to boil water.

Rain water is not contaminated.

Solar disinfection works.



