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1= Africa is predominantly rural and the economies o£ most

member countries rely on the agricultural sector which is still

plagued by intractable problems including the inadequate

organisation o£ the post-production systems and more particularly

input distr

2, Efforts to develop the sector have included research,

adoption of improved technologies, development of the extention

system in order to boost production and attain food self *-

sufficiency. Also, with regard to the marketing system, rsiost

countries have established statesJ parastatals which has proved

quite costly and inefficient in terms of providing the right,

incentives to producers and. preventing or reducing the magnitude
o£ food losses,

3. In compliance with the recommendations of the Lagos Flan of

Action {1980} the Africa Priority Programme for Economic Recovery

(1985) stud the Medium-term Plan 1985-1989 of the United Hations

c Commission for Africa (EGA), the Joint ECA/FAO

tiss s i ns i n cj s.t A.s&psrovi.nisy

losses at households, traders, co-operatives and central stores

levels. In tackling this preoccupying issue, the Commission, in

close collaboration with the Unitea Nations Food and Agriculture

Oganization (FAG)f conducted subregional surveys which confirmed

the high magnitude of lasses at all levels but more especially at

central stores level. The surveys were followed by a number o£

actions including seminars to sensitize decision makers; to

1 j involved in the prssesrvstion o £ s. cf 3T x c u 1.

commodities and guiding the small farmers. In doing so, the

Commission has been supported by a number of donor countries

of. G©OTisnT* Wxtii x-^CfsircI to tne

have yielded far less than the expected results due mainly to

the fact that development- programmes and projects were poorly

PI snnpd wit'fi obi pri°'i vp1? not ■nr^r'i *tpl v dpf "t npd

TnHT""k^t'iiicf oT'OfiFKTnwtP1 for t-li^ hi



4.' The present workshop * on project planning and analysis was

therefore intended to provide senior agricultural staff with

rigourous methods of analysis and planning in general .with

emphasis on projects aiming at the improvement of agricultural

commodities marketing and food security planning. Although

several methods have been applied in many programmes and

projects, the effective analysis of the participation including

the interest of the millions of small farmers contributing to the

objectives and proper ways1 of solving existing problems, have

often been ignored. Therefore, this workshop also aimsd at

famaliarising senior agricultural staff with the objectives

oriented Project Planning Method. Also in order to benefit from

the increased possibilities offered by computer science, the

included a presentation of an agricultural project

1.3

"S'1.-'■'"The preparation of the workshop by ECA included, defining the

programme o£ work, inviting participants and preparing a

background paper for the 'workshop. Also, ECA bore the expenses

relating to the travel and subsistence of participants and the

honoraria and subsistence of resource personnel. The background'

paper was or, the development ■ of the rural sector ' through *'the
expansion and improvement of the co-operative

6. The sieeting facilities F lodging of participants and other

utilities for tlis workshop ' were made available toy the
"International•Centre of Insect Physiology and Ecology (ICIPE).

' programme of the war&saojpa' as implemented Is attached to this

1.4 Participation

7. The workshop was attended by 10 senior staff of

Department o£ Agriculture of aomfoer countries and 4 professional

staff . of ICXPE* The list of participants is attached to this
report as Annex II.

8. In his opening address, Dr. S.C. Nana-Sinkam, Director of

the Joint ECA/FAO Agriculture Division welcomed participants on
behalf o£ the Executive .Secretary o£ the ECA and the Director-

General of FAO, He explained that the meeting was opening in the

afternoon instead of in the morning as scheduled due to delays

in the arrival of soiae participants. Dr, Hana-Sinkam then noted

the valuable support received from the Federal Republic of

Germany which funded the EGA project including the organisation

of the workshop, and identified a qualified expert to present the

objectives oriented project analysis method. Concerning the
importance of the workshop, the Director o£ JEFAD mentioned that
according to the World Bank, an institution involved in several

projects in Africa, 68 per cent of agricultural projects



iT»plea«ntc(S in me$t&er couatries Sailed mga.nl.3r due to poor

planning and lack of -well defined objectives* He mentioned that

although the agricultural sector in Ulrica benefited from a smell

share of loans made to memb&r countries, the sector contributed

to the repayment of the overall tSebts of the countries- As a

result o£ s'uch massive outflow of resources to m-eet debt

repayments, little resources were left fox rfe-iiweBt&e&t into the

sector. However, foe mentioned that the sector wast be given the

right importance and dynajniea as it will regain the engine of the

expected economic growth ana social welfare. Dr. tofaa-Sinkam

concluded his statement by noting that the workshop will without

doubt contribute;.to enhance the skills of participants in project

analysis and planning..

xx. summm of workshop *rocee»ihg

9. As per the attached programme {Annex 1) the workshop

included the following three parts:

Objectives Oriented Project Planning;

Introduction to DA8I; an. agricultural Project Planning

Software; and

Discussion 033. specific Elements o.f Agricultural

Projects .Analysis,

II.1 Objectives Ori«nted Project

2■. 1.1 The...Background Paper on the Case Study

10. The background .paper entitled "Co-operatives atiti Rural

Development in Eastern and Southern Africa? k case study o£ Co

operatives in Botswana, Kenya and ieaotho" was primarily m«*ttt to

serve as a practical case stu^y tor use xn the presentation of

the 2OPP method during the workshop and not to deal in d^pth with

the co-operative movement. The paper comprised the Sollowing

live main sections. The introtJuction exajnined the importance of

the co-operative naov-eraent to agricultural development i*j Eastern

and Southern Africa, the otoJeetive«T Sata sources and plan o£

the paper* The second section reviewed the {growth and development

of co-operatives xn Botswana, Keriya and Lesotho; while tUe third

section analysed the constraints to cooperative (tev^lopffient in

these countries. ¥h& fourth section then made proposals for

improving the co-operatives; while the last section presented a

summary of the paper snd the conclusions.

11.. A bibliography, and the relevant tables and figures "were also

annexed to the paper.

12. Before the workshop, the paper was sent to the expert

selected for the presentation of the EOPP HietXiod. in order to

allow him build the practical illustration of ttoe theoretical

components o£ EOPP. It was also distributes to participants and

presented at the beginning of the workshop betore the

presentation of the method.



2, lZie3^-Oyientate.._Pro3ect Planning) or

13. The Expert who jnaae the presentation of the method (Mr.
Christoph Pr^yb-ll&a) defined the method ana made introductory
remarks on the general background and the steps involved ' in the

Participation Analysis?

Problem analysis, and construction of the problem tree;

Objectives analysis and construction of the objective

Analysis of alternatives? and

Project Planning Matrix

14. Besides the steps, participants were familiarized, -with the
visualisation by card system which is the backbone of the method
and presents, fcha advantage of making the exercise flexible as a
contribution can be removed or reformulated' following group
discussion or after a certain level ot comprehension of the
^ .steps; :Also, the basic rules ot the method which. include

idea is written on one card;

A -maximum of three lines per card brings about a
clear expression of an idea;

The same color of cards is used for a given-step.

15. This step is meant to define a framework of overview of:

institutions; and

organisations connected

It also, allows drawing

project planning. The main
include:

collecting

categorising; and

with the project,

or consequences for the

of the participation analysis

IS.. The analysis process is undertaken, defining the following

1.

Social characteristics (members; social

Status {formal, informal; etc.)?

Structure (organisation; leaders; etc.);

Overall situation..



ssts (+>

Interests (openly expressed; Hi
Motives; Scopes, expectations

±n general; towards other -groups)

Resources, rights, monopoly power or influence
Shortcomings, main problems

Potential contributions to ainderances o£ the

whicii way should the group be considered ?
'curable, son favourable

hould the project react towards the group
c ideas)??xc

17.h. Following tfce presentation of this method, participants were
dxvxded xnto two groups to pactically apply each step to the case
study. The first Group dealt witn the case of Kenya and the
second Group with the case of Botswana, For ease of reporting,
only the bindings of the first'group (case of Kenya) are
presented in this report.

a> Categorization of Participating parties (see £ig,l);
&} iya&lysis of a participant (in this case the Kenya Grain

Growers Co-operatives Onion (KGGCU) (see"fig. 2).

18. Tliese comments should not fee taken as a cri tique o£ the
participation analysis, rather it should toe taken as -general
observations arising £rom ay owe - perhaps subjective - opinion.

style of presentation of the topic hv the lecturer was
good. Howsver, one could observe that, as the exercise got
underway, the course participants were initially confused -because
they kix@w what to do hut were not smre wh^ they were doing it.
The question that was silently begging'an answer was: why is this
participation analysis stecesssry? in other words, what purpose
was it inteated to serve? It would have therefore been a good
idea if the lecturers explained not only w&at is to be done but
also whx. To ser^e this purpose; perhaps iore than one example
would have heeu ideal
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imaginary on future problems or hidden solutions,

26v Applying the problem analysis to the case study

participants came out with the" result shown on fig, 3.

Participant \s

pre27. In the 2GPF Method, problem analysis describes the
project situation as seen by participants after a thorough

analysis of the parties concerned. Because the parties concerned
are known together with their characteristics, potentials, fears

and interests, their problem can easily . &^ derived from a

thorough participation analysis.

28. The most beneficial tenant of 20FP problem analysis is that
all the interested parties identify a cere problem which is
acceptable to all- The concerned parties then dari\?s the causes

and effects of the core problem in a think-tank session- Thus it
is <guite beneficial if the project beneficiaries, the executing
agencies ana the donor identify the problem together and agree on

what the problem to he tackled is. The SOPP method therefore

superceeds the versions where problem identification is solely
the work of an individual donor or NGOs which may have

preconceived i$eas of what the problem to be aadressed is.
Indeed by formulating the problems xn the problem tree as

negative conditions the next £GPP method follows logically 3>y

turning them into positive conditions.

2.2,3 Objectives Analysis.

29* Contrary to the problem analysis which deals with negative
conditions of the existing situation, the objectives analysis
consist of identifying potential objectives which are favourable

conditions of future situation. Although the objective tree xs
not the mirror image of the problem tscee translated into a
positive formulation (negative in the case of problems) an easy
approach is to reformulate all problems identifies (negative)
into a favourable conditions (positive). The objectives should

realistically achievable (using criteria la

financial and tiraeframe of the project).

30= If necessary, add new objectives, revise statements or

formulation for situations a project caBSOt change (i.e, problems

of extreme temperature, very High altitude etc.). Alternatives
for such problems exist (in case of extreme temperature, it is
possible to set as objective the availability of cold storage

trucks for the transportation of perishable goods}. Also, one

should be very careful if entering the domain of cultural or
religious beliefs of participating groups.

:31. The objectives tree elaborated fey participants (Kenya Group)
is'reproduced in fig. 4 and 5 (causes and effect©.).



^- This is one of the five steps in fact the third one in the
S£GFP" method. At this stage of project analysis the planner or
project team gives emphasis to four major points- These

description of future situations

identification o£ potential objectives
visualisation of means-ends-relationship

"ation o£ objective tree.

^^ In contrast to problem analysis, {where planners treat or
xdeatx£j the existing problems) the objective analysis deals with
descrxpnon at a future situation. In other words we restate the
negative reach conditons in to positive reach conditions.

34. Since only those plans which set up attainable goals, taking
mo account the available resources and possible obstacles have
a chance to oe carried out, the second important point in
obqectxve analysis is identification of potential or reasonable
objectives for the project.

35. Once potential objectives are identified what is of equal
importance in project planning a&<3 analysis is identification of
means and visualisation of means-enSs-relationship'. Th^s is -the
very important aspect o£ objective analysis and, in fact, for any
plan document

36. Based on step three, the fourth and final step in objective
analysxs xs formulation of an objective tree. What is required
at_this stage is drawing diagrams of raeans-ends-relationshxp. Xn
objective tree the top ends of objective is what the project
neens to achieve while the lower ones are means to achieve the
enas.

2.2.4 Analzsis_g_:E. Alternatives

37\ The alternative solutions for achieving an obiective are
derive^from the objectives tree. The process by itsilf includes
two basic steps;

defining different "means ladders" to achieve the
objective aimed; at solving the cor©

using criteria to ensure that the chooses
alternative(s) § are achievable. Such criteria include time
frame for the project, cost-benefit ratios, -risks and side
e£f£ects, political priorities, social risks, policy of donor
agencies, environBiental compatibility, emphasis on women or
pressure groups (children, resource-poor farmers, urban poor



tf ^?",* •**?*' *"* Sroup «l<"*ed the »e«n8 ladders
to farmers" and "co-operatives" and i&ft id Mand &f aid^ Mnnn^

ice was selected based ^ tCftct tSfff
± iii' / 4t

oice was selected based ^ tC
' productivity ±s significantly' increase/ 4rouct a

Ixmxted number of activities Jnd if i-hoV *tl - tarough ao£ activities and if they are organized" Into co-
cacice thp WAhlC° °Pe^«tion _ movement can be further expanded "to
afford*hi» f™iem of efficient distribution of inputs at cost
affordable -to farmers. Based on the tiw* fraHie (hVDoth«.i-ir»7
duratxon of five years) and the priorities set ^thf™ Se
following achievable objectives were retained: " ^'

Production is more market oriented;
^Individual farmer has access to credit;
Farmers know-now Is improved;

Individual marketed supplies have increased;

1 bargaining power has increased;
Salary structure is improved;

drained .managerial manpower is available-
Co-operatives6 maaagejaent is iaore efficient*
Level-of production has increased;
Shortage of marketed surplus is reduced-
Productivity has increased;
Family planning is introduced;
Rural populations are better nourished;
Farmers income has increased;
Rural populations are better-off.

isiBanLJOie^

39. ■ I thought it was a good session, especially in it
aspects of the SOFP method". "

conceptual problems in aismmaglna ourselves
from the orxginal participation analysis, target grouncltolen

aze f etc. m aecxdxng what "we" can do ana what should rot b«*
done by our project.. With these issues not- be 5 per cl^lv
understood, there wa.-. a certain feeling of being 1 ol% in til
jargon. ^ au&w. xn use.

41, Nevertheless, we agreed that we cou3d not cb

-clear, definite areas of v-^^-
:s were successfully demarcated. In. our ea«e thi

to leaTO us with possible alternatives in two areas/

lil J-Pff1^ and_raising the knowledge base?
Provision of Inputs and services to increase

that still leaves the question; who are we?

In

V1



42. One hopes that at the . end of ifall, things will fall into

place, so that the participants take away a real, understandable
tool to use in actual planning.

2-2.5 Problem Planning Matrix CFPM) ,

43. Besides the s\immarv of the expected results and activities

which can contribute to their achievement, the PPM includes

indicators which are verifiable, the means of verification and
important assumptions which are related to the impact of external
factors. ,...■■-.

a) - The first column of the ff?M

&4. The column contains a summary of the elements analysed,
including:

an overall goal (projective goal of project);

a project purpose (impact of project when it ends);

results (important achievements);

activities (detail of most tasks which will contribute
to the result)-

45. The overall goal is one, the project purpose is also one hut

the results are multiple- Filling the first column is made by

going from the activities to the overall goal, using the
means/ends relationship.

46. The activities and the results depend solely on the project

and these levels are called "the manageable factors".

47. The project purpose and the overall goal cannot be controled

100 per cent toy the project. They are intended goals but can be

affected by factors outside the control of the project and are
called the "developme&t hypotheses".

48- ^ Usually, results as well as activities are limited to a

maximum of 10 elements depending on the importance of the
project. Also, some elements within the objectives tree c,mn be
used to define results and activities, reformulated or not.

49. Xn the first column, elements are formulated as follows::

activities in the form of action (i.e. train, b^iiXd,
initiate, establish, etc.);

results are in the foris of affirmative formulation of
what is achieved?

project purpose and overall goal are formulated In a

form of an improved situation compared to the situation
without the project.



50. Xt is important that, at the results level, the planners put
the Question of "^ho are we" so that thev are sure that they
cannot modify the general law or'-the physical or political
environment of a country. Also, if the overall goal is too
ambitious and has bo direct linkage with the project purpose,
there is still the possibility of defining ..a super goal (priority
policies of governmental authorities) and■ hrxng ■■ the overall goal
to an .intermediary level of sists ' directly linked with the
purpose.

51. The outcome of the group in filling the first column* is
reproduced in fig. ?.

fourth column of the

52. This column is dealt with after the first column because of
the interlin&age of the two.

53. The fourth column includes important assumptions related to
external factors which are:

necessary for project success,

outside the direct control of the project.

54• Using-the background of the public bus service as
illustration, the workshop discussed some important assumptions.
The process is to question if the activities planned for
achieving an expected result (1st column) are completed, syhich
factor (5) could further contribute to the achievement of the
given result although not being controlled by the project.

55. For example after the curriculum for training hu® drivers is
developed and the drivers have been trained, the condition of

effectively obtaining the services of' trained bus drivers (within
the bus company in question) is the 'assumption that the drivers
will stay in service within the company.

56. The important assumptions are positive foria of external

factors which can, if they have negative impact, jeopardise- the
achievement of result, project purpose or overall goal. They are
determined going from the bottom level to the top Cactivities to
overall goal if the first column is used as reference)-

57. The interlinkage between the first and fourth columns is

called the "vertical logic". Tke following chart illustrates
this element,

First Column Fourth Column

Overall goal AssumptionC&)

Results Assumption{s)

Ivitiess Assumption (s).



58. It is not a must taat an assumption is defined at each
level. Wnen there is no external factor to affect results or the

e oh the overall goal, an important assumption is not

59 „ The. formulation o£ assumptions is made in the followins

assumption can he derived from the objectives tree and more
particularly from objectives contained ia lad^ers-sieaas not
seleetea at tlie time of choosing alternatives);

assessment of each assumption according to their
lti

mbility to occur

actxvity ox the project can reduce -the risk

that the assumption, occurs}.. Ms. aasunption will
be included or not in the fourth coX^mrs according
to the following assessment:

Probability to occur

Almost certain not to be xnc.

Quite likely to .be included &n& to be jaonitorad
Influence {possibility of being influenced by
project)

^«s to be included with provision ot
activity

to influence It

Ho killer assumption (objective to be

ncedr the

include an activity to alleviate its adverss effect
casess, killer sssxnsiptions can be influenced.

61. The Group defined the assumptions listed below for
case study on Kenya.

Overall goal Political.stability prevails in the country
Project purpose Taxation system is favourable to

Ex.ch&ng® rats is favourable to farmers



Prices offered to producers hj the

co-operatives are competitive

e crop pests and disea

Weather conditions are favourable

There is no major animal disease

c) The . Second column o£ _the_PP|f

62. Ttits column, .contrary to the narrative way of setting
objectives in the- first coluntn, stipulates the performance
stass&aras of the defined objectives. Therefore its elements are

formulated taking into account the following specifications:

xty

cue, a

- location

in order to determine objectively verifiable indicators. For <
given objective, it is possible to set oas' or several indicators

Also for the improvement of the situation of a given target

group, it is possible to set aa indicator for each category o3
the group (i£ the improvement degree is not ecjoal to ai:

way oi63. The following example (theoretical) illustrates
formulating asi i&dicatcr.

Second Caiman

(General

description

(indicator)

Extention workers quantity

t lea students1 in the

Quality

Finish Course &.n<& ps.Bt

qualifying exam

In the Western Province



64.. If the tijse frame ife1 determined fi,:s. 5 years) more than one

indicator can be defined to allow for the monitoring of progress

(i.e. instead o£ 200 students by December 1989, the indicators

could, foe 50 students in '1939, 75 students in 199Q sa^<a 75 students

in 1991),

65. 3*ne indicators should foe independent from one level to

another, thus the indicators for results s^ust be different from

those of project purpose*

66* Using the case study o

indicators for the levels

results.

the Group set the following

overall goal, project purpose and

Overall Goal From year 0 (without project) to the end of

project (year 5), the following social

facilities and infrastructures have been

established in the District

Year Schools Houses with

corrugated.

Health Centre

35.

Project Purpose; Before the project, the monetary income

(average) of a farmer was estimated at 3,000 ksh. and 8,100 ksh la
year 2 and 18,900 ks& in year 5

Result Out of farmers (target group) in South

District, the membership involvement is as follows:

Year Ho, of Co-operatives

1 800

2 1500

■ 3 ' 10000

In the district, the numbers of farmers' co-operatives

evolves as follows;

Year

0

I

2

3

No. of Co-operatives

1

6



6t 'metiz®>in the District which was ..at- an. average

of Q.8t/&a is "now the following;

Year

0

- 1

2

3

5

15

50

Yield"

0-8 t

1.5 t

1,7 t

2.5 t

3.5 t

5.0 t

- Farmers in the District are able to cultivate the following

hectarage per day.

Year

0.3 ha/day

0,5 na/daj

0

1

2

3

4

5

d) The Third CoIurfin_oiL^the_

67, It provides an indication of the raeans of verification of

the indicators set under coluan 2 of the PPM. The defined
sources must exist (or toe established under project) and must foe
reliable and valid. For the case study, the following Beans ©£.
verification have been defined as source of verifying the set

indicators;

First Col.uion

Overall Goal

Project Purpose

Results

Third Column

District Development Office

Central Bureau of Statistics

(Provincial Office)
Files of the District

Commissioner's Office (South

N^artza)

Progress reports of the Project

Co-operatives Stores Records

Office of the Commissioner for

Co-operatives.

Participant's

68, The idea is new to me. • ' ■ ■ H ■■■ ._

69. The theory behind the Matrix was presented very well and
became very interesting. However the following were

observations;

16



Elaboration of activities could fee easily followed and

the formulation of activity was consequently easy;

formulation of result 'was perhaps not allocated

enough time since there was a mix-up of the activities and'the
results. To start with, the formulation of results was taken as a

summary of activities which turned out to fee wrong aacl I do

helieve jaore examples would have helped- in the formulation of

e problem of project purpose formulation, in the

Botswana group became siore evident since the group' bad come up
with so many results and an overall project purpose &ias not easy?

it was not clear how far or wi

the limitations are, tor the activities one. cars, cosp.a up with on a

t.

I3L

The idea of assumption was clearly understood but

assessment of the importance/influence of assumption was very

difficult in relation to the project choosen;

More practical, examples would have been of tn\ich help;

The group could not decide on some assumptions and

these were left debatable. Some relevant points which couldi have

been ot help were left out?

The clarification of preconditions and assumptions did

not come out very clearly and more examples could have clarified

the situation,

70. Following the explanations givers on the contents of the four

columns of the PPH, the expert went to an intr

pl&n of operations which deals with element

71. It is noteworthy that under responsibility column, owe

person should be assigned with the responsibility of a given

sub-activity. Also, for monitoring, although the activity is

continuous, the isanpower requirement for this task is in fact far

less than the period of monitoring and must fee defined.

72. The manpower expressed in man-months should not exceed 10

wonths for a given staff because of provision for leave. hlso?

if the- total inan*-?f!onths required is more than . that available,

sre should be a feedback at the PBft level to adjust the

jectives accordingly. For the procurement costs

currencies entered should allow a distinction to fee

local and outside purchases* The plan of operation which i

for each'result can be framed for a yearr a "term or a



according to - the details required for plan implementation.

ci the Various Steps of ZO'BV

73. Following the presentation of the- plan operations,- the

moderator- west again through the various steps of 3SOPP and

commented on the project planning matrix. He also explained that

at the German Agency for TeeJinicai Co-operation (GTS) the

projects submitted tor funding go through 5 ZOPP exercises

e f >

F 1 or "Pre-SGPP" being a formal preliminary step

2 or "Appraisal ZOFP" allows the definition of the

teras of reference £or the appraisal. It lasts 1 d«

ZOPP. 3 or "Partner ZOPP" leads to the analysis and. co

ordination o£ maior recommendations of appraisal staff,. This

exercise is important and crucial as it is clone with the partners

who identified the project an<3 with the people who will be

actively involved xn the implementation phase. It lasts 3 to 5

days depending on the complexity of the project.

or "Start ZOPP" is meant for the elaboration of

operations. It allows up-dating the planning

SOFP 5 or "RepJ „ ...... .

adjustments of the. planning of tne forthcoming project phases

74. In general, for each project, ZOPP replanning exercise

done every two years {depending on. the duration of the project

75. Following the completion of the presentations of the method,

participants were requested to objectively and independently

express their views on the method, Uow useful it would pe in
their professional tasks, the way the subject was presented an<2

the organization of; this part of the workshop• Their assessment

76, The method is relevant and useful in project planning and

this is evident in the following.areas;

It encourages team_approach to project planning and it

is able to combine icleas from different people of different

professional backgrounds, hence project planning-is strengthened.

tl bias,- hence it is a democratic mi

The ZOPP Method opens up many alternatives within, the

framework of the project under plan and this broadens the scope

for plans of operations of the project leading to more rational



method, is flexible and.±5 applicable to different

is a simultaneous process with a well in-built

i method can. be used in situations where other

77, A hinge o£ the £OPP Method is that its applicability is best

in a group of- people who have mastered the procedures thoroughly.

It can therefore be applied only on a limited scale by

78* In order for the participants to .benefit fully from the

workshop* the training should have been more intensive and more

time should have beea- given. This would have given the

79* It was felt that follow-up on participants-is.1 neces

find out whether the participants have gained from the workshop

to be effective planners or whether they have forgotten the

method all together.

BO. The participants felt that the complete course on the SOPF

method should Ua^re been gi^en to them to have full appraisal of

the method instead of only an introduction to the methodology of

late by some participants. It was felt that enough time should

82. The

the workshop was few and participants felt that naan^ other

The Course Moderator

S3. The course/workshop moderator presented the subject ^ery

well* He Icnows the subject and undoubtedly satisfied the

84. The course was practically oriented and this allowed

individual participation at. all levels of the methods, hence ease

of grasping the method,

85. However due to limitation in time( some steps ^ere not well

understood bj participants leading to inaccuracy in the



to apply the method ■ and also expand it if possible in their
respective countries.

87. The expert/moderator found that participants have been
really interested in the workshop as he noticed the quality of
the work they achieved throughout. His impression is that all
participants have gained a clear understanding of. the principles
guiding the method and could master its use if they continued
applying it. He also mentioned that the session had been
conducted in a very friendly atmosphere which contributed to the
success of the workshop.

88. Dr. Hana-SinHam, Director, Joint ECA/FAO Agriculture
Division expressed his gratitude, on behslf of ECA and FAO to Mr,
Christoph Fr^ybil&a for the excellent contribution he laade. He
hoped that participants would continue applying the method in
their professional tasks and noted that, upon official request,
SC& and F&O could consider assisting in the organisation of
similar workshops at national level. He expressed the gratitude
of ECA to GTZ, the donor which financed the organisation of the
workshop. He finally expressed again th& gratitude of ECA to
XCIPE for its collaboration and for having contributed to the

success of the workshop by making available the required
facilities.
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3 1

89. After the completion o£ the SOFP method of project analysis

and planning an FAG consultant Mr. R. Ascari introduced DASI - a

Policy Analysis Division Training Service. This is available on

2/3 Floppy Oislcs and can be installed on IBM mainframef IBM PC

90. Dasi is a training tool as well as an effective tool, for

project analysis especially in the preparation and evaluation of

agricultural projects. According to the consultant, it can i>e

used to detentine the financial and economic viability of a

project aad also for monitoring the economic viability of a

91. The introduction to B&SX was organised along the following;

3.2 Overview of the Use of Dasi in Project

32. In presenting an overview of the use of DASX, the consultant

said the procedure involved in using DASI computer programme for

project analysis consisted of the following steps.

Step 1 - Definition of commodities, activities and plans

93. In this step the data of the project are organised into the

form required by DASX. All the inputs and outputs of the project

have to be defined in tersis of the following four categories:

94. h commodity is any item consumed or produced by the project.

Consumed iterns include seeds (e.g. sunflower seed r sesame seed

etc.), fertiliser (urea, manure) land tax etc, Produces! items

include the crop production {Paddy, Sesame etc.). A price is

gives* to each item.

95. The commodities are

whichf in the case considered during the workshop are four crop

Fa<S<Iy, Sesame and Sunflower



project is therefore seen as a bunch of activitie:

as 'shown Ik the diagram toelows

gical Sequence and Data Structure

/Flan 3/

97. l.n this step, the., information given on the crop

requirements, production, farm sise and cropping patterns is used

to fill out the data formats. In the example us@<if one comnoclity

activity formats {i.e. one for each o£ the

single farm type) are required,

computer using t&e B&SI option "EDIT A DATA FILE". I

exercis© in tlse -use of BASX, the workshop analysed data of

Project and created a file called "KGAKO'l 0AT", The data of tlxe
project was then, entered and stored on the format following the

data fean& i s created and the data is printed by 12s

the first option of the DASI programme "CREATE THE DATA B&SfK" and

"PRISIT THK DATA B&HIS" options respectively. At this stage any

errors in data entry are identified=



ot a sx

To do this, the

TB TI

requests the user to select a plan amosig those entered wises

values of

analysis f

103. This requires the preparation of another file calls

.tivity tests

4JLS-V-i4.%-

TO COI ing values, we have to specify

1b order to get the net benefit {tn& costs

t of ittizius one. (-1) and the incomes with
t rate is also given (12 per cent

Sensivitivy tests cap also'-"be coi

1 AGE file, the aggregates and the project indicators can

108. At this stage certain special computation

xoa ox redit

also be dorse;

and cash flow

nalysis of project profitability at' economic prices

comparison between.

,s of different project a.

the with and without project



Step S - Questions to be answered

as examples 03

considered in the feasibility and financial analysis whicfe should

be answered with the output of DASX:<

aj determine the labour requirements ana. verify that

family labour is enough;

b) determine the draft animal requirements and sa'fce

suggestions if there appears to fee potential

c) on the basis of the farm inputs and outputs eisaek the

storage ana transport capacity available at f&xm level;

sare the benefit/1

•volution ox coses.

110. .Mter the presentation,, participants were split zitto

aroups of 4-5 persons in order to demonstrate the use of D&SX on

the "computer. ' Exercises were carried out to analyse two farm

1, A farm plan i anianal farm) utilizing no Irres
% 1 •

-.2, A farm plan (seckanized farm) introducing investment in

the form of tractor: HGA&0 2.

Ci) development of cropping pattern; and <ii) i^put-

- Cash Slows.

112, Both -farm plans were profitable but the first plan was more

113, lifter the exercises the consultant held a short sessioa 'to
introduction to DASI. In particular he brought out

irities- and analogies between toe DASI ancl SOFP methods.

that in botli metb

30



The asialysis can b

tfee activity; e.g. maxze vs

- ' ' the plan it) z e.g. fara models?

the plan (2): the project.

2. Possible alternative means to achieve a gives goal .can

sd:

the farm cropping pattern;

alternative tools ±n project analysis or were an integrated

>aca*

X15, The following were their advantages:

ic analysis

116, The contributions of DASI were again reiterate*

contributions to:

cash £1

qua&tities/prices occur;

means of sensitivity aaaljsxs;

leading to cas

Of DO5

ta organization on time

insately to the tlna:

117. In conclusion it was stressed^ that _both

SfiOUXi

3 - 5 ^Participant' s ..View_o^_t^g_Me

feaseii lecture on tae uj

computer" programme ±n project analysis. The pre&eBter^as a lot
o£ exposure In this field having worked for a

governmental and private organisations.

119. His presentation was quite good. As _an economist he_stressec

".c ana

does not have an agricultural bafccground, be had some initial



problems trying to explain soise terminologies &&d definitions to

some participants, vis-a-vis those terms used in agricultural
projects. Perfea.ps? this could fee attributed to the fact that

some of the participants aid not have a formal background in
computer-programming. Howeverf following interventions from some

participants sod SCA officials, the Misunderstandings were

resolved and cleared*

120. Having said that, the lecture was quite interesting,
although tiae was a great constraint ana there were not enough

.lso handled the practical aspects quite well which all
participants appreciated. This underscores the need for

developing countries of Africa to acquire such. £acilitie3* as
Bh$I in project formulation, planning, analysis an<a monitoring.
It is a good complement to the ZOFF. By the end o£ the daj »ost
participants wers satisfied for this awareness created. But

whether the participants are capable of using the B&5I package on

getting home is another problem. This higaligats the need for
SCA to provide adequate time for such seminars/courses or run a

»-up one in future.

iv. spbci:

£ • 3- Intro;

X21* At the - end of the DASI presentation, an Expert-

Investment Centre, FAO, Roma mads a presentation on specific
elements"related to agricultural agricutlur&l project analysis.
Six sessions of the workshop ware devoted to this.

122. In session X, the consultant considered

sectoral contexts of projects tnat is, the In
within a sector ana the economy that are importani
consideration when planning ana analysing a project. Session 2
was devoted to a presentation of 3B^ discussion on the project
cycle aisa project guidelines while in session 3_ Doaesnc

Resource Cost Analysis was presented and us&d as oas of the
m®tfio&& for analysing projects. This method was utilised in the
consideration of conservation projects. Session 4 was devoted to
Women in Agricultural Project Planning and Session 5 examined
Project Design problems and major issues o£ project design.
Finally, Sessions 6 and 7 were uses for practical exercises to

review BTORsjH/ a&a discussions.

123* Before examining the sector ana macro coate3£ts of projects,
the" consultant made a few comments on the weaknesses and

*/ Back-to-Office Reports of Project Formulation mission;
Investment Centre/,FAO, Rome,



strengths of the

planning. The SO

identification and project management. However, it was weak in

calculating important ..indicators of economic and financial

analysis, The SOPF method was also ethnocentric as it assumes

that democracy is absolutely essential in project planning.

DASX, on the other hand had its limitations and strengths but was

however not the best 3&eth©<S available for project

124. Concerning planning within the macro and sectoral context,

it was stressed that planning is a complex and important task

involving several ana often conflicting objectives, various

alternative ways of achieving them and a host of limiting

factors. Xn Africa, planning agriculture tantamount^ to planning

over 70 per cent of the economy. It was therefore essential to

identify when planning a project the important elements not only

in the sector but in the macro economy that are likely to

influence or foe influenced by the project. In tbis regard it was

important to understand the sectoral and macro-econoisic framework

and dynamics **_/, the participants involved and their problems

and contributions, the characteristics of the economy etc. (see

diagram 1) • In some countries certain strategic factors also

exist such as the existence o£ hostile neighbours, isolation frost

other countries etc. which must be taken into account in

planning. The importance of price and marketing policy in

influencing production was stressed and this must also be taken

into consideration in planning.

4.2 The Project Cycle and Project Guidelines (session 2)

125, Xn Session 2 which was devoted to the project cycle, the

project was defined and the need to plan it as a package was

stressed. Xn planning a project certain guidelines were

important to increase the chances of success. These include;

ther they are feasible {both technically and

economically) f size and scope of project, target grotaps to be

126. The important components of projects and the project cycle

were then .discussed and these are presented, in diagram 2.

**/ Exchange rates, budget deficits, balance of payments

debt, population, natural resources etc.
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127. Fina$iyr the Jstructure of '&£*: Project report was also
discussed. This is presented as below:

PROJECT REPORT STRUCTURE

Summary fend Conclusions

I. ;iNjROD'UCTIOI\T ■ ■ '
II. BACKGROUND

- ~-J Economic Situation

-;5 Agricutlure

-| Social Objectives
■•?>'" Income Distribution ■■■■ ■
r '■ Ins ti tutions ■ ;'

H. Projects (existing/proposed)

ISI.fFKGJBCT RATIOHAliE AND DESIGN
f:~'; Rationale, Design Considerations

IV. ft PROJECT AREA '
Physical, Agricultural, Institutional and Social

-> -' General Description, Detailed Features, Project
>l Disbursement Period and Phasing, Cost Estimates,

Financing, Procurement

Vii 0^w«,iZATiON:'"AND MANAGEMENT " . "..,-..
General

Specific

VII. AGRICULTURAL DEVELOPMENT AND PRODUCTION

Agricultural Development

Production ■ ■ .

VII. MARKERS, PRICES,' FINANCIAL RESULTS "
Marke'ts ^tL-3. Prices

Financial'Results

Impact. JQp. Government Budget

IX. BENEFITS AND JUSTIFICATION

Non-economic Benefits

Economic. Benefits

Sensitivity Analysis

■ -y Environmeu'cal Impact

X. ISSUES

Issues

Follow-up

36



(This sftauld also fee Q-on&imted as it is isa^srtaftt)

4 * 3 :iyiii]jty£!Qi_:£s£ii!y^

128, During Session 3 dealing with analytical fcfeehniQUe£r .Soiafe of
the various Htethods used ta screen out projects which for various
reasons were not viable werfe aiscussed, fjia&s included

fit analysis, i:rr -ana the &ojft&&ti-ti rssaurcs

using the various teehni^uss it was imp&rtstftt to
a tile environiaent -In &ra.sr to ideatisEy (a)

interventions ar^ needed or tiot sussded, afta (b)
linstock or eombinatiofl of both ent-rsprisea should

ha

X30. The rules for Selecting appropriate projects Wet®
3.a the various tecnftiqu^s namely the IRE and HPV-,

atDomestic resource dcsst analysis tfe^hni^Ufe was aiseufcgfcd at
length, The DEC as fe mesSUre of fefMeieftey as'siimas foreign
fexeha as an important eai^ponent of sost an-d is giv^r* as

DRC (iti local

value of output - Cif value tir&^sa inputs

132 ^ This legsuras on the one hsM the .net fOrsigft
earnxngs {.x. e, comipar^s what is earned in n^t for@ic?n
f thfe output of the project with what is speftt "in

nge on inputs? and on the other hand the cost of. aoiasfetie
resources used in earalng gbS ur.it of foreign e&dha&tfe net, in

effect, it indicates oi which side of the £o#ei#n exehandfe parify
"the project Stands,

133, An exercise Was carried out using tirade statistics Oft
Seyehelles to calculate thfe D&C,

134, Tfee exssipls usfed is shewn b^low:

Fertiiiz^ris 3,600

meftts 500

fcfcting margins 2-?S00'

* -V P-f 'm- i- V* Jj^ i& I|J -



Adjustment to "f

exchange 30%

Trsdecl Intuits

ts 38

Hc4i-Tg

450

tiny fflStyxos «i j yyu

F.e amount z 130 * traded value

e.g. Fertilizer 3,$00 x 1M * S.769

100

Inputs 5,000

3, Hoa~tra<3fc3 inputs SI, 500

4, Factor remuneration ^&,000

5* Social profit 10r500

6. Inter^atiorial value addeS 61,000

7, Domestic Re'soure© Cost B-0,SO0 {in 61

&. Cost competitiveness

(0-RC ratio) 0.B3

or using the DRC forraular

31,500.^ 29,0.00 * 50 ..SQO (i^.e.. .domestic ..fre.gourefe cost)

5,000 61+000 international value added

« 0*83

Interpretations

f tne project would spend exactly what it would

in foreign

>lr it would -spend "mor& than what it wauld earn in

i exchange

<Xf it would spen4 less than what it would earn*

135, Projects with DRCs less than I thferefore "have a comparative

advantage than those with DRC >1 or * I ana shoals therefore tofe



136, lHhe importance of conservation in any project ?ras discussed
antf stressed. Conservation, it was entphasiaedj was important in
order to reduce the adverse effects, of the project on the
environment * Therefore the different ©laments involv^nsf

■nation must be identified and, included at each stage of a

&n example was used to show how the incremental Gosts and
ax&ental benefits -and therefore the benefit/cost ratio change
conservation is included into the project. The results are

ftown in the crop budgets belowi

Seed ■ S 18 ^1S
Fertilizers * 160 160
1=£ £S 5S* %" ^ f""7 ^ ■""£ S? Cj "^ -^ U -i^ -^

Fotal variable cost

!?etur-'& 400 l.SOO 1,200

Gross' Kiargia ' 392 573 872

I &u& t o cons e-rva t i on}
Incremental benefits 0 800 800

terifi I,e, th^y t-afce a long time to materialize* Apart from
conservation afc&er factors tlsat should be takeia into account' By
ths project iEKa^de the risks involved, techsologv- etc,

13%, Given the importance of women in agriculture and especially
ill food proanctiaKu they cannot be ignored in any project

planniiife ana aeexgn as .a target for the project..

.140=. Sosnerij as a target: group must foe considered with respect to
t-heir pro-bleins and ttee^s ,bo that they can have access to and

en&fit froa t^os^a thi:n-ga they aeed throu-gh the project. These
cr^ait, technology, ®-&rfesstitK? tacilities f land, extension
s, training s.na other essential services. The project

however not igntitB ^sther cospo^nts or a^roups in the

system such as the iiign, Ideally therefore projects

lid "b© targeted to sssall farmers without ignoring wtmxi* tirin
that such projects must inclxide or focus on areas o£ need

to women.



X4X, ThB presentation and discussioTi in t&ig ar-^a focused on. ti*#

perfoymancs oE projects financed by t'as 1BB0 and ot&er

organizations over the ysars. A serious decline la t&e success

rate of agricultural projects w&s reported. £ron S3 per ee&t to 67

per cent worlci wide oet^eei^ 1970 aa<I 198Q. J.n A£riea? the

success rate is reported to &d on!;? about ■£*,■ par cent* Aecordiricf

to information provided, design problems were th« Bta^or reasons

for the failure or lack of success of most agricultural proj&cts.

The date available to the workshop showed that institutional

problems acccmntetf for 31 per oar?.t of all th$ catsgories of

problems la Rural Development Projects, 26 per cent of problems

in irrigation, 50 per cesit in services, 2T per crssit ii>. livestock,

37 per cent in, forestry, 3£ per cent in fisheries $n& 31 per cent

T T~: T fl& $"l 5 £*£ t^ j %'& Tl ^5 Ai t.

142, Finally participants were, given Baek-to-*OfSice Report« of

project, formulation w/issiosff niouated bj the Jtxsr&Bt-wBXht C^B.t,re,,

FK), Rome to Simbabwe, Kenya f »na Kapal to co^m^i^.t upea in light

^gj discusse^d at the workshop with, re^peet to the

on, planning ana anslysis of projects, The comments

^ery intsrasting and useful ^ea 5r^fl®sted a

ug snd appreciation of the concepts str^sse<!

-5j41." 3, iS.€f t b. €1 WOT~3%.SilG p- o.

143* 1st particular P participants stressed t^s weed for

staff to he, available to receive end adequately brief the mission

■smcl for all relevant information and, 3ats to be made available

to the ?fd..as.ion*

£989. In his closing remar&s, the Director th&Etk&tS the

participants for their attendance and contribution to th«

workshop aad hopea that thsy would r§sei?a ths report of the

workshop, soon aad they would reaa It &n$ ssr^ tfeeir comiGe^.ts so

that the report ^ould be enriched aisd finalised. Ha ho|>ed. that

the workshop"would be of benefit to their countries and. advised

tJx&t l,f th.6 F^s&a arose f thsy oould r&qryest E'CJi oet FJiO to (>T%i%Lt\i,z&

thair project planning ani3 analysis capabilities,.

145, H^ tfeanke4 the resource setsos Hrc. fJ.I** Wales tor h.is

^K:ce.llent preasatation and copecl- that the participants would "k%®p

in touc^, witb tae division-
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146, The two day Xectur«st delivered wepe very ^cKioattive f crisply
Ufid.srit-siri'Clsfo I« &n*5 3T^X@v^^t to fc&& ii^g^s of lost of .the

participants* The teaching style was vai^ue :'&i/^ the subject

matter w^^ dowii-to-sarth which made the. various? discussions hj

147. Th* lectures v?ere indeed a back-^p ::;or the earlier .Xectv.rea

delivered ob SOFP and DASXr thus.providing a toettsr approach and

appreciation, Stfaro iEaportantly, clarify cation cZ profel«?» typ«s

into- categories was appropriate aad to ■ he point woicfe actually

brought out possible solutions f.o r successEul 'project

148- From discussions with participants, it was evident that such

saaiiiiars wsrs^ verj1 use£ul. Participants eu-;pres,sed tba wish tJiat

1CA and ether tm organiisatio^B sho^ia orgtuii-se more of such

seminars which higkligkt K^y problem ai*ss ic project analysis

and planning end provide ths relevant to< Is tor analysi l

conclusionj, the ant.Irs seminar was ^syy fruitful 1 an
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