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Accountability

Audit

Beneficiaries

Capacity

Effectiveness

Efficiency

Empowerment

Evaluation

Impact

Indicator

Monitoring

Overall goal

Obligation to demonstrate that work has been conducted in compliance with 

agreed rules and standards or to report fairly and accurately on performance 

results in relation to mandated roles and/or plans.

Independent or internal objective assessment of either compliance with appli­

cable statutes and regulations (“regularity audit”) or the relevance, economy, 

efficiency, effectiveness (“performance audit”).

Individuals, groups, or organisations, whether targeted or not, that ultimately 

benefit, directly or indirectly, from a programme or project.

The resources (human, financial, assets), skills, knowledge and organisation 

required to carry out a particular task.

The extent to which the programme or project’s objectives were achieved, 

taking into account their relative importance (‘to do the right things’)

A measure of how well resources / inputs (funds, expertise, time, etc.) are con­

verted into outputs (‘to do the things right’).

Ability of people, in particular the least privileged, to seize opportunities  

and control over productive resources that enable them to increase their 

quality of life and obtain the goods and services they need as well as to  

participate in the development process and to influence the decisions that 

affect them. 

The assessment, as systematic and objective as possible, of an ongoing  

or completed project, programme or policy, its design, implementation and 

results. The aim is to determine the relevance and fulfilment of objectives, 

efficiency, effectiveness, impact and sustainability.

Refers to the changes caused by implementation of a project (as a process  

or state) which are either intended or unintended, have occurred or are im­

pending, these changes may be either favourable or adverse. Project impact 

is also dependent on the project environment, given that a project is one ele­

ment in a system of relationships with mutual interactions.

Quantitative or qualitative verifiable factor or variable that provides a simple 

and reliable means to measure achievement, results, and to reflect processes 

as well as changes in the context.

A continuing observation function that uses systematic collection of relevant 

and selected data to provide management and the main stakeholders of  

a programme / project with indications of the extent of progress and achieve­

ment of objectives as well as the process and impact.

The higher-order objective to which a development intervention is intended 

to contribute.

Glossary 
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Objective

Outcome

Outputs

Participation

Planning

Programme

Project

Relevance

Stakeholders

Sustainability

The intended physical, financial, institutional, social, environmental or other 

goals which a programme / project is expected to achieve and which lies  

in its own sphere of influence.

Results of a programme / project relative to its objective that are sufficient 

and necessary to achieve the former and are generated by its respective 

partners’ outputs.

Total of all the products and services of a project as a result of the activities.

One or more processes in which an individual or group takes part in specific  

decision-making and action, and over which they may exercise specific 

controls. It refers specifically to processes in which primary stakeholders 

take an active part in planning and decision-making, implementation,  

learning and evaluation. This often has the intention of sharing control over 

the resources generated and responsibility for their future use.

Process through which the overall goal and objectives of a programme / 

project are set, partners identified, inputs assessed, activities specified and 

scheduled, monitoring mechanisms defined, so that expected outcomes  

and outputs might be achieved in a timely manner. Planning can appear as a 

phase, function or form of cooperation.

A multilevel, multi-sectored package of measures, requiring multilevel  

planning and structuring, leading towards an overall goal. Programmes are  

disaggregated into (individual) projects for reasons such as complexity 

(delimiting issues, allocating tasks, competence, division into manageable 

sectors).

A project is a package of measures limited or capable of limitation in 

regional, social, subject and temporal terms, which is implemented by the  

NFSD, the partner and possibly other institutions in order to reach an 

objective that has been precisely designated beforehand and is objectively 

verifiable. A project may be part of an overarching programme.

The extent to which the overall goal of a programme / project is consistent 

with beneficiaries’ needs, country needs, and global priorities.

Agencies, organisations, groups or individuals who have a direct or indirect 

stake or commitment in the programme / project design, implementation, 

benefits or its evaluation.

The continuation of benefits, effects generated by a programme / project 

after its termination (institutional, social, economic sustainability).

 
Definitions by: GTZ-Glossar, Eschborn, 1989 /  
Save the children, Toolkits, London, 2003 / SDC, English Glossary, Bern, 2002 
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Abbreviations

ASACO

CDE

CSCOM

CSR

CSR-DC

FSG

GTZ

LFA

M+E

MoU

NFSD

NGO

PISAM

PMC

PPM

PRA

SDC

SFSA

ToR

UTM

ZOPP

Association de Santé Communautaire

Centre for Development and Environment, Bern

Centre de Santé Communautaire

Corporate Social Responsibility

Corporate Social Responsibility in Developing Countries

Foundation Strategy Group, LLC

Deutsche Gesellschaft für Technische Zusammenarbeit

Logical Framework Approach

Monitoring + Evaluation

Memorandum of Understanding

Novartis Foundation for Sustainable Development

Non-Governmental Organisation

Projet Intégré de Santé et d’Activités Mutualistes

Project Management Cycle

Project Planning Matrix

Participatory Rural Appraisal

Swiss Agency for Development and Cooperation

Syngenta Foundation for Sustainable Agriculture

Terms of Reference

Union Technique de la Mutualité Malienne

Zielorientierte Projektplanung
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Introduction

The purpose of the handbook is to orient and guide project managers of the 
Novartis Foundation for Sustainable Development (NFSD) and of our partner 
organisations. The handbook supports project managers in their daily work, 
providing some background information on project management as well as 
NFSD specific procedures, norms and methods (→ templates, p. 27). The hand-
book is therefore a working tool, rather than a policy or strategic document.

There are a hundred ways to manage a project. NFSD bases its daily work on 
existing and deeply proven planning documents from Swiss and international 
organisations. The handbook does therefore not re-invent the wheel, but is a 
summary of best practises in international development cooperation.

NFSD uses two inter-related frameworks for project management, the Project 
Management Cycle (PMC) and the Logical Framework Approach (LFA). This  
is common practice among international development agencies. Based on these 
two frameworks, the above mentioned purpose of the Project Management 
Handbook (PMH), NFSD specific processes, procedures, norms and methods  
are derived (→ figure 1). 

 

 

As in many other situations, the process is as important as the result. This holds 
also for developing this handbook, which is based on previous project man
agement handbooks of the NFSD and the former Ciby-Geigy Foundation for Co- 
operation with Developing Countries. The present PMH has been updated and 
adapted to current needs, which went along with many discussions within NFSD, 
with our partners in the project countries as well as colleagues from other or-
ganisations. 

�Purpose and  
Objectives  
of the Handbook 

Summary  

of best practises

Figure 1:  

Rationale of Handbook

�Source: own illustration

Purpose of NFSD

HandbookProject Management 

 Handbook

 NFSD specific
–  Processes
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Goals and Mission of NFSD

The Novartis Foundation for Sustainable Development (NFSD) has been one of  
the leading organisations in the private sector for international development  
for 25 years. The humanitarian engagement of Novartis goes back to the 1960s,  
when the Basel companies Ciba, Geigy, Sandoz, Durand & Huguenin, Hoff-
mann-La Roche and Lonza founded the Basel Foundation for Developing Coun- 
tries. The Basel Foundation supported, amongst other projects, the field labo-
ratory of the Swiss Tropical Institute which had been in existence since 1957 
(and is today the Ifakara Health Research and Development Centre in Ifakara / 
Tanzania).

Later, the renamed Ciba-Geigy Foundation for Cooperation with Developing 
Countries worked for the sustainable improvement of the living conditions  
of poor people in developing countries from 1979 onwards. After the merger 
of Ciba and Sandoz to form Novartis in 1996, the Foundation was renamed 
Novartis Foundation for Sustainable Development. Through all the years, the 
NFSD has been solely funded by the company.

In the past, programmes and projects in developing countries have addressed 
agricultural issues, natural resources management and technology transfer as 
well as social development and health in a way that directly benefited individual 
and community well-being. Research, publications and dialogues (symposia) 
have covered the topics of human rights and multinational companies, popula
tion growth and policy, globalization and business ethics, governance and 
development, health policy and social and agricultural development. In 2001, 
the NFSD handed over its agricultural projects to the newly founded Syngenta 
Foundation for Sustainable Agriculture (SFSA).

 
The NFSD reviewed its strategy in 2003. The new objectives focus on activities 
which address poverty related public health issues in developing countries,  
with continued emphasis on supporting community-based initiatives. These 
projects will inherently contain aspects of social and economic development  
for the communities involved but projects will no longer primarily address such  
issues. All together NFSD is engaged in project work, research and dialog 
facilitation in the areas of international health cooperation and corporate social 
responsibility for developing countries. 
 

Mission statement:
The mission statement of the NFSD is to improve the quality of life for poor people in  

developing countries by addressing public health issues through projects, and to 

contribute to the development policy debate through think tank efforts and dialogue 

facilitation. The NFSD’s concept of “health” goes far beyond the merely physical  

aspects of not suffering from diseases, injuries, disability or infirmity. Its programmes  

and projects therefore embrace the societal dimension of public health and context  

of individual well-being.

Our Past

Our Future
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With its focus on developing countries, its practical experience in the field of 
health in a broad sense, its think-tank capabilities and its unique positioning 
within the Novartis Group, the NFSD has the ability 

–	to contribute towards a better state of health of poor people in developing coun-
tries in a comprehensive way;

–	to improve access to healthcare services;
–	to enable Novartis to improve its corporate citizenship endeavours aimed at 

developing countries (e.g. through drug donations).

The NFSD carries out activities in the areas of international health cooperation 
and corporate social responsibility in developing countries (→ figure 2)

 
All the NFSD’s development work has the same underlying approach:

–	Supporting the world’s poorest countries and regions through projects with 
innovative ideas, concepts and / or technologies.

–	Focusing on and strengthening our core competencies in order to duplicate suc-
cessful interventions in other regions or countries.

–	Supporting project partners not only financially, but also conceptually and 
strategically throughout the project cycle.

–	Capacity building of project partners to empower them and to strengthen forces 
of self-help.

–	Engaging in those areas where political and institutional conditions allow 
continuity in our project work.

–	Long-term collaboration with project partners in order to assure sustainable 
results in the field.

–	Collaboration with different partners, e.g. governmental bodies, local and inter-
national NGOs, private companies, church missions, etc.

–	Expectation of transparency and accountability from ourselves and our partners 
with regard to the working mode and the resources used.

–	Being proactive in the selection of new projects, i.e. own identification of 
potential projects and partners.

Working Areas

�Figure 2:  

NFSD’s Fields of Work

 
�Working  
Approaches

�Source: Adapted from Foundation Strategy Group, LLC

Help enhance Novartis’ 
health investment pro-
grammes in developing 
countries.

Enable Novartis to increase the impact of its 
health investments through drug donations and 
other health initiatives in developing countries.

Inter- 
national 
Health  
Cooperation

Identify and support innovative development 
projects that address public health issues related 
to poverty and underdevelopment.

Assess and recommend actions to improve  
Novartis’ business practices to pre-empt  
emerging demands on Novartis’ social responsi­
bility with respect to developing countries.

Participate in and influence stakeholders debate  
on socially responsible business practices of the  
pharmaceutical industry in the context of 
globalization and North-South health disparities.

Corporate 
Social 
Responsibi
lity in  
Developing 
Countries

Influence the Pharma-
ceutical industry’s  
CSR-DC practices.

Help enhance Novartis’ 
CSR-DC practices.

Fund and assist non-
Novartis related pro-
grammes that address 
public health issues.
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Value Creation  
Through NFSD Pro-
grammes and Projects

Figure 3:  

Four Levels of Value 

Added of NFSD’s work

Our Core Values

There are four ways in which NFSD seeks to create value beyond the money 
invested, and to exceed the social impact of other types of donors:

Selecting the best partners   
leads to more social impact per dollar spent.

Attracting other funders   
and creating a more effective allocation of overall health and development 
spending.

Improving the performance   
of our partners increases value for society and the social impact achieved  
per dollar spent.

Advancing knowledge and practice   
by developing new approaches to social problems and to drive productivity  
in the nonprofit as well as in the commercial sector.

–	Help for self-help
–	Empowerment and capacity building of project partners and other stakeholders
–	Cooperative manner of working together, appreciating diversity of values, 

experiences and backgrounds
–	Participation of the main stakeholders at all levels throughout the project cycle
–	Local contribution to financing project activities (in cash or in kind)
–	Striving for sustainability (institutional, financial, social, ecological)
–	Effective and efficient way of working
–	Reliability and accountability of own work and of others
–	Equal access and participation of the target population regardless of sex,  

age, race, etc.
–	Considering ecological aspects during project implementation
–	Respecting human rights

Source: adapted from FSG

Each successive approach creates more social value than the preceding one.

One Donor

Multiple Donors

Return on high  
performing partners

Advancing  
the whole field

Social return on investment of NFSD’s activities
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Criteria for Selecting Projects  
and Partner Organisations

Experience in recent decades has shown that domestic political and economic 
conditions in partner countries are primarily responsible for determining 
progress or failure in development. This justifies the increasing international 
demands for better governance that are now made on the governments of 
developing countries. The need for a trade policy that benefits poor countries is 
(at least theoretically) being acknowledged for precisely the same reason.

Genuine sustainable development can only take place if the obstacles that 
hamper development are overcome in advance. The need for change in the direc- 
tion of overcoming such obstacles may seem obvious, given the widespread 
destitution in developing countries. But a pragmatic development policy cannot 
afford to wait for change and then implement development strategies designed  
to alleviate poverty only when such change has occurred.

NFSD therefore seeks to promote practical development measures that take 
account of existing limitations, and to take immediate action wherever the best 
potential for implementing the concept of sustainable development is found.  
The less the room for manoeuvre with respect to poverty-oriented development 
strategies at higher levels, the greater the intrinsic value of poverty-oriented 
projects at the local level.

NFSD is aware that our development work is an instrument which is neither suf- 
ficiently suited nor adequate to have a direct impact on vested interests at the 
national and international levels. Dealing with issues such as entrenched inter-
ests requires discussions between policy-makers, involving donors and recipients 
in the public sector, in the context of bilateral governmental consultations and 
multilateral coordinating committees (such as the World Bank Consultative 
Group). Ideally, such discussions should result in the formulation of explicit con- 
ditions under which donors allocate resources with the aim of purposefully 
changing existing conditions.

NFSD focuses its activities primarily on the grass-roots level. Development  
assistance is not regarded as an alternative to political solutions, nor as a purely 
charitable form of philanthropy. It can, however, create complementarities.

NFSD makes a continual effort to ensure that the decision-making processes 
reflect a developmental perspective by focusing on criteria that allow maximum 
effectiveness and sustainability from its programmes and projects.

�Hence, projects and programmes supported by the NFSD should
–	have a relation to poverty, i.e. focus on developing neglected productive resources 

among a target population defined as poor, rather than focusing, for example,  
on expanding existing potential without clearly linking such expansion to the 
target population;

–	take account of the core health problems in a particular developing country 
(rather than focusing on problems of little relevance); core problems are those 
which pose the greatest obstacles to economic and social development;

–	consider a partner country’s potential for development (rather than making an 
effort in areas where the potential for development tends to be low);

Political and economic 

conditions in partner  

countries are key

Promotion of practical  

development measures

Criteria should allow  

maximum effectiveness  

and sustainability
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–	consider the partner country’s health priorities (rather than pursuing priorities in 
which the partner country has no interest);

–	take account of the conditions under which development objectives are to be at- 
tained, in addition to considering the effectiveness and sustainability of an 
intervention (rather than making an effort where the pressure of problems is 
great but the conditions tend to be unfavourable);

–	consider the need for external assistance (rather than choosing areas of develop-
ment in which the country concerned is capable of self-help);

–	take account of experience in the partner country (rather than making commit-
ments in areas where previous experience has been somewhat problematic or 
where NFSD has little expertise);

–	consider the commitments of other donors (in negative terms: avoid duplicating 
the efforts of other donors; in positive terms: determine whether the commit-
ments of other donors can be effectively complemented to benefit from the effect 
of synergy);

–	and last but not least: consider the level of resources available to NFSD (since this 
determines the extent and the focus of the contribution NFSD can make in solv-
ing a significant problem).

 
The list of criteria is not completely exhaustive. Owing to the degree of specifica-
tion in our criteria for development work, we cannot present full details here. 
Nor would this serve any useful purpose. Rather, it would invite a great number 
of project applications especially “tailored” to our criteria that would match 
neither the current needs nor the absorption capacity of the target public. Nor 
would such applications necessarily match the capabilities or the actual speciali-
ties of those who submit them.

It must also be pointed out here that, despite all attempts to be objective and to 
reason from a developmental perspective during the selection process, in the  
final analysis, determination of priorities always requires evaluations (of core 
problems, development potential, conditions, willingness of the partner to  
pursue development, etc.) by our project managers. These priorities may vary 
greatly in terms of the resources they require (a certain level of funding is not the  
starting point for a development priority). For example, support for a pro-
gramme or project that gives psychosocial counselling to children orphaned by  
AIDS in Tanzania may be a priority when it contributes to solving a locally 
significant development problem, even if development in this case consists largely 
of information and educational programmes and does not require a budget in  
the millions.

NFSD is guided by the overriding aim of concentrating on certain priorities. It 
enables the effectiveness of the resources that are committed to problem-solving, 
where we hope to have a significant impact. An evaluation is carried out towards 
the end of a project phase to assess efficiency, effectiveness and impact. This  
not only facilitates a continual learning process, but also allows successful ap-
proaches to be duplicated.

Final assessment by  

NFSD project managers
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Initial state  Project  Future situation

Acting  
of target  
group

NFSD uses two inter-related frameworks for project management, the Project 
Management Cycle (PMC) and the Logical Framework Approach (LFA). This  
is common practice among international development agencies, since the  
two frameworks complement one another. In the following they are character-
ized more detailed and the NFSD-specific procedures and methods are derived.

A project is initiated to change a situation, an environment and /or people’s be-
haviour and attitudes from an initial state to an (improved) future situation  
(→ figure 4). To facilitate this process, a project is initiated, which is limited in 
time and has clear objectives as to what should be achieved by the end of this 
limited period. In order to achieve the objective, a strategy is formulated which 
identifies activities and expected results as well as the financial and human re-
sources that are needed to meet the objective. Furthermore, responsibilities have 
to be clarified, decision-making processes agreed, and a common understan- 
ding on monitoring the implementation process found.

 
The clearer the formulation of responsibilities and procedures, the smoother  
the project usually runs. For this reason, NFSD applies the LFA in combination  
with PMC. This process is never carried out by NFSD solely, but always in  
a close collaboration with the implementing partners and other stakeholders.

 
 
If good project management procedures are established, there is still potential for 
failures and pitfalls in project management. The main reasons for such failures 
are the following: 

–	The overall context is not analysed and considered systematically enough.
–	The interests and ideas of the relevant stakeholders are not sufficiently enough 

included or examined.
–	The objectives and expected results / outputs in combination with the foreseen 

time frame are too ambitious.
–	The planning process and implementation of the project are not executed by the 

same partners.
–	Underestimation of unexpected and therefore ‘unplanable’ events (no ‘air left to 

breathe’), no space left for flexibility.

Project Management

�Figure 4:

Project Management

Watch Out for  
Planning Failures
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�Source: own illustration

Project support unit develops 
and implements a strategy and 
provides resources (financial, 
human).



PMC is a framework which leads through all stages of a programme or project  
(→ figure 5). Every project starts with an initial idea, which is based on the  
NFSD mission statement, working approaches and core values. From there, the 
broad lines of a project are identified (project identification). If NFSD decides  
to continue, the project will be prepared and designed  
in collaboration with the local partners. Detailed planning can be initiated,  
as soon as the project description – the first milestone in the PMC – is approved. 
Monitoring is carried out as a continuous process throughout project implemen-
tation. The scope of monitoring depends on the size of the project. Project re-
view and evaluation are always carried out towards the end of a project. In bigger 
projects and comprehensive programmes, NFSD also carries out impact assess-
ments after the termination of the project or programme. The following chapters 
describe in detail the procedures and milestones for each step in the PMC.

 
 
 
LFA was originally developed for the United States Agency for International 
Development (USAID) in 1969. Since then it has been adopted by many bilateral 
and multilateral agencies as well as non-governmental organizations (NGOs).  
It is a way of testing the logic of a plan of action by analysing it in terms of means 
and ends. It helps to:

–	clarify how the planned activities will help to achieve the objectives;
–	be explicit about the implications of carrying out the planned activities in terms 

of resources, assumptions, risks.

The analysis may be carried out by the project planners, by a consultant, or by 
using participatory techniques to involve staff, managers, partners and communi
ties affected by the work.

Project  
Management Cycle

�

Figure 5:  

Project Management  

Cycle

Logical Framework 
Approach
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There are several steps before developing LFA. Traditionally, these are derived 
from the ZOPP methodology (ZOPP = zielorientierte Projektplanung or goal-
oriented planning) and are listed below.

1. Participation Analysis: As a first step, a comprehensive picture of the stake-
holders (interest groups, institutions, individuals, etc.) affected by the project/
problem context is developed.

2. Problem Analysis: On the basis of available information, the existing project / 
problem context is analysed, i.e. the major problems are identified and the main 
causal relationships between these are visualized (problem tree).

3. Objective Analysis: In the objective analysis the problem tree is transformed 
into a tree of objectives (future solutions of the problem), and the objective tree is 
analysed.

4. Alternative Analysis: the purpose of the alternative analysis is to identify 
possible alternative options, assess the feasibility of these and to agree upon one 
project strategy.

5. Project Description: Once the project strategy has been chosen, the main proj-
ect elements (overall goal, objective, expected results, activities) are derived from 
the objectives tree and transferred to the project planning matrix (template and 
example → p. 31-33).

6. Assumptions: For each level of the causal hierarchy of design elements (from 
input to overall goal) external conditions and factors are defined that will have to 
be in place for the project to succeed.

7. Indicators and Means of Verification: Quantitative and qualitative perfor-
mance and impact indicators are defined that provide a simple and reliable means 
to measure the achievements and results, to reflect the processes that led to them, 
and to observe the changes in the project context.

A crucial element of LFA is the participatory approach to project planning, imple- 
mentation, monitoring and evaluation involving all stakeholders affected by  
the project activities and /or decision-makers.

 
 
As mentioned above, a common method of analysing the project context is  
to develop a problem tree. This method requires the selection of a core problem  
(the trunk), defining causes (the roots) and consequences (the branches). How-
ever, focusing on only one problem with linear and causal relationships is critical 
(Herweg/Steiner, 2002). A project context is a living system; it implies a high 
degree of uncertainty and unpredictability.

The elements of a context – people, institutions, resources, etc. – are highly inter- 
connected and not all elements and interrelations are known, even to insiders.  
Stakeholders with their different agendas represent an additional degree of 
uncertainty and unpredictability. Problems in such a system are usually complex 
and include economic, natural, political, social and psychological dimensions. 
Because the reactions of a system cannot be precisely predicted, a project can not 

Analysing the  
Problems

Analysing the 
Context

All elements 

are highly 

interconnected

NFSD Project Management Handbook 15



be expected to provide simple solutions. It can only provide various “impulses”, 
such as enhancing cooperation and training, introducing a new product, tool or 
procedure in order to stimulate partners to move the context in a certain direc-
tion. Since it is not certain whether these impulses will finally lead to the desired 
changes, there is a need to observe and assess the changes constantly to decide 
which impulses to give next.

Analysing a project context is a form of systems or network analysis. It is con-
ducted with stakeholders to involve a variety of different backgrounds, knowl-
edge and experience. It may be difficult to agree on a common picture of a 
context in the short run. But the debate about different perceptions of the same 
context helps to avoid predetermined thinking at an early stage.

Analysis of the context can start with development of a flow chart. Important 
elements (issues, problems, opportunities) may be the point of departure. At 
the beginning, the analysis should be broad in order not to miss any important 
aspect. Apart from these elements, there are interrelations of different types,  
e.g. flows of information, energy, nutrients, dependencies, etc. Written on cards, 
the elements and their interrelations can be rearranged and replaced until an 
agreeable result has been achieved. A flow diagram will be used to determine im- 
portant and less important elements, to categorize stronger or weaker inter
relations and finally, to identify possible starting points for project activities. 

While a problem tree is focused on one core problem and mostly linear relations, 
network or systems analysis is broader and allows complex interrelations.

Further reading: Impact Monitoring & Assessment, Volume 1 and 2,  
Karl Herweg & Kurt Steiner, 2002, CDE/GTZ

 

The result of LFA is a Project Planning Matrix (PPM), which shows the interrela
tion of the four hierarchical levels – overall goal, objective, expected result,  
and activities – in a logical fashion. For each level, indicators and external factors 
have to be identified.

Systems or  

network analysis

Project Planning  
Matrix

16 NFSD Project Management Handbook

The PPM provides a summary on:

Why	 a project is carried out (= overall goal)

What	 the project is expected to achieve (= objective)

How	 the project is going to achieve its results (= expected results)

Which	 external factors are crucial for the success of the project  

	 (= risks and assumptions)

How	 we can assess the success (= indicators)

Where	 we will find the data required to assess the success (= means of verification)
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All the objectives and indicators that are formulated should follow the SMART-
method (SMART = specific, measurable, achievable, realistic, timely).

Specific: Key indicators need to be specific and must relate to the conditions the 
project seeks to change.

Measurable: Quantifiable indicators are preferred because they are precise, can 
be aggregated and allow further statistical analysis of data. However, develop-
ment process indicators may be difficult to quantify, and qualitative indicators 
have to be used in these cases.

Achievable: The indicator (or information) must be achievable at reasonable 
costs using an appropriate collection method. Accurate and reliable information 
on such things as household incomes, for example, is notoriously difficult and 
expensive to actually collect.

Relevant: Indicators should be relevant to the management needs of the people 
who will use the data. Field staff may need particular indicators that are of no 
relevance for senior managers, and vice-versa.

Timely: An indicator needs to be collected and reported at the right time to influ-
ence management decisions. There is no point choosing (performance) indicators 
that can only tell you at the end of a project whether you succeeded or failed  
in meeting the objectives. They may be lessons learnt but the information comes 
too late for project personnel to act on.

 

Table 1: 

Project Planning 

Matrix

 

How to Formulate  
Indicators
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Overall Goal Impact Indicators External Factors /  
Assumptions

The higher level objective 
towards which the project  
is expected to contribute

Measures to verify  
to what extent the overall 
goal is fulfilled

Important events, con- 
ditions or decisions neces­
sary for sustaining the  
overall goal in the long run

The effects that are  
expected to be achieved  
as a result of the project

Measure to verify  
to what extent  
the immediate objective  
is fulfilled

Important events, condi­
tions or decisions outside  
the control of the project 
which must prevail for the 
overall goal to be attained

The results that the  
project should deliver

Measures to verify  
to what extent the outputs 
are produced.

Important events, condi­
tions or decisions outside 
the control of the project  
necessary for the achieve­
ment of the objectives

Activities that have  
to be undertaken by the 
project in order  
to produce the outputs

Goods and services 
necessary to undertake  
the activities

Important events, condi­
tions or decisions out- 
side the control of the proj­
ect necessary for the  
production of the outputs



Project Identification

Project identification is the stage at which the initial project idea is conceived and 
formulated. At this stage the perspective is still very wide and the information 
available is usually very limited. The focus is on the context and justification, 
and the logic and terminology of LFA is used to establish the scope (overall goal) 
and the anticipated effects of a possible future scope.

The initial project idea has been developed in many cases by NFSD, often in 
collaboration with a partner or a partner organisation in the recipient country. 
The idea has to be in line with the NFSD’s fields of activity in public health,  
its strategy and working approaches (→ p. 9). Generally, a local organisation can 
independently develop a project idea and apply for funds from NFSD for sup-
port. The template necessary is the project description  (→ p. 28).

At this stage, comprehensive and reliable information has to be gathered. This 
can be done through feasibility studies or baseline surveys. They should  
include the data collection, analysis and assessment necessary to prepare further 
analysis and project design. Studies should provide the detailed background 
needed to support the justification of a project, and gather sufficient information 
on stakeholders and development issues to inform the decision-making process 
with regard to the limits of the problem context. The scope of the study and 
analysis depends on the size of the project and on the amount of information that  
already exists. Another – more interactive way – of gathering the relevant in
formation is to carry out assessments using PRA tools. The decision as to which 
methods to apply at this stage depends on the scope of the project, the means 
available, and the time frame for project identification.

Information is needed on the stakeholders and institutions in the context of  
the foreseen project. How do they relate to each other? Who takes which 
decisions? More information has to be gathered on the people’s opinions and 
perception of a certain problem. How do different groups of people look at  
the same problem? Are the opinions consistent or do they vary?

It is advisable to involve potential beneficiaries as well as external experts at this 
stage to help conceptualizing the studies or give feedback on the results. An  
advisory board could be established to share the study findings and experiences 
from similar – already ongoing – projects. 

NFSD wants to know at the end of this stage if there is a clearly formulated 
problem which falls into the NFSD’s mission, strategies and areas of work. Based 
on that information, NFSD management is in a position to decide whether to 
proceed with the 2nd stage (project preparation and design) or whether to stop at 
this point.

At the beginning  

is the project idea

Information gathering  

through studies, surveys  

or assessments

Involve all relevant 

stakeholders
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– What is the focus/sector of the intervention of the proposed project?

– Does the project idea fall within NFSD’s areas of work?

– Is the idea in line with international and national policy and sector approaches?

– �Does the idea refer to clearly identified problems or opportunities and potential 

beneficiaries?

– �Do we know enough about the problems and issues identified and their broader 

context?

– On what issues do we need additional information?

– Who are the beneficiaries and target populations?

– Is the project idea relevant to them?

– Who has identified the problems / opportunities / potential beneficiaries?

– �Has a (preliminary) feasibility study, baseline survey, or a situation analysis been 

conducted or PRA tools been applied?

– If so, who initiated this?

– Is the project concept feasible?

– Are all the necessary partners identified?

– Is the project clearly pro-poor oriented?

– Does NFSD have the capacity to support the project?

– Is there a local contribution to the project (in case or in kind)

– If yes, to what extent?

Key questions 

for project managers
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Preparation and Design

During project design the basic project structure, the main external factors and 
the elements of the monitoring system are identified (→ monitoring framework  
p. 22). The perspective at this stage is the whole project and its context. The 
project design, however, does not go into details of the activities and the inputs 
needed. It defines the main components, such as overall goal, objectives, and 
beneficiaries as well as project strategy and organisation.

The scope of the preparation and design phase depends on the size and com
plexity of the project. In the case of a small project, NFSD goes directly into  
the detailed project planning (→ p. 21) to develop the project document. At this 
stage, a project description is developed and submitted to NFSD (→ template, 
p. 28). It is either written by the NFSD project manager and/or in collaboration 
with the partner in the recipient country. The rationale for this document is to 
compile all the existing information, to put it in the required form and to assess 
whether and if so – in what areas more and specific information is needed.

The objective of this phase is to submit the project description to NFSD manage-
ment. If and when the document is approved, the project may proceed to detailed 
planning of the project.

– What is the basis on which the project description has been written?

– �Was a feasibility study/situation analysis been conducted before the project 

description was been set up?

– Is the project initiative feasible?

– Does the implementing agency have the capacity to run the project?

– Are the beneficiaries able to absorb the project activities?

– Are the overall project timelines clearly defined and realistic?

– Are any activities planned to ensure future sustainability?

– �Does the objective of the intervention reflect the needs of all subgroups within  

the target population (e.g. children, elderly, women, men)?

Project design defines 

overall goal, objectives, 

beneficiaries, project  

strategy and organisation.

Key questions  

for project managers
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Detailed Project Planning

After the main characteristics of the project are approved, detailed planning can 
go ahead, including the activities and inputs necessary to achieve the expected 
outputs, a further refinement of the monitoring system, and also time schedules 
and budgets. LFA format and terminology is used to develop and formulate  
the detailed implementation plan for the project.

At this stage, a planning workshop is usually carried out together with the imple-
menting agency and other relevant stakeholders. In order to write the project 
document (→ template p. 29), crucial questions on management, responsibilities, 
the PPM (→ template p. 31) and the budget (→ template p. 34) have to be devel-
oped. The project document including the budget is submitted to the NFSD.  
In the event of approval, the project will be implemented as foreseen in the plan  
of operation (→ templates p. 36 / 37).

– �Have the main risks, opportunities, and assumptions been identified (social, econom­

ic and environmental effects, institutional issues, external conditions, policy support, 

etc.)?

– �Does the project document contain a PPM with overall goal, objective, expected re­

sults, activities, indicators, assumptions and means of verification?

– Is the logical hierarchy in the objective system respected?

– Is the draft budget attached to the project document?

– �Is the implementing agency identified and is this agency willing and capable of carry­

ing out the project activities?

– �Are capacities within the implementing agency built, and are the partners ready for 

implementation?

– Have agreements been written and signed?

 
Along with the project document a budget and a financial plan are submitted. 
The financial plan will include the financial details and indicate the funding 
sources (by donors, the state, communities and beneficiaries, etc.). The NFSD 
Board of Trustees will then decide whether to finance the project. Subsequently, 
a Memorandum of Understanding (MoU) or a Cooperation Agreement inclu-
ding a financial agreement between NFSD and the partner / implementing agency 
is to be prepared and signed (→ template p. 35).

– Are resources available to support the project within NFSD?

– �Does the contract / MoU contain all the necessary details (objective and scope of 

agreement, roles and responsibilities of all involved partners, duration, reporting, 

evaluations, financial audit, etc.)?

– Are there other contributions to the budget (third parties)?

– Is the budget adequate for the project scope?

Identify activities  

and inputs

�Key questions  

for project managers

Budget Approval  
and Financing

�Key questions  

for project managers
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Implementation and Monitoring

As soon as the plan of operation is ready and the agreements signed, implemen
tation can start. The plan of operation should be available in detail for at  
least 6 months. Subsequently, annual plans of operation are worked out at regu-
lar planning meetings with the relevant stakeholders (→ templates p. 36 / 37). 

Monitoring is the systematic and continuous collection and analysis of informa
tion about the progress of a project or programme over time. It is useful for 
identifying strengths and weaknesses in a project or programme and for provid-
ing the responsible people with sufficient information to make the right decisions 
at the right time in order to improve the quality of the project. Monitoring is 
carried out along the three levels of results and hierarchy objective as stipulated 
in table 2. 

Local project managers report on progress of the project twice a year. The  
reports are submitted to the NFSD project manager in charge by 31 August and 
31 March. Progress reporting covers physical progress of the project (results), 
but also the effects and the possible impact of the project, as well as important 
developments in the context of the project (external factors) (→ template p. 38).

There are four main reasons for undertaking monitoring and evaluation (M+E) 
activities:

Accountability: This has generally been the most common reason for the integra-
tion of M+E activities into a project. It is through monitoring output, outcome 
and impact that an implementing agency demonstrates the appropriate and effec- 
tive use of funds. Conventionally, this has been done for the sole or principal 
benefit of the donor. However, there is a growing sense within the field of devel-
opment that accountability should also extend to the population which is the 
intended beneficiary of the intervention.

Improve performance: Through an effective system of M+E it should be possible 
to identify shortcomings or inefficiency in the project concept. This, in turn, 
should lead to a process of reflection and improvement.

Learning: Properly documented M+E activities can provide valuable information 
not only for the specific project or programme but also for the work of others. 
Lessons learned can thus be widely shared. The documentation may in addition 
prove valuable in terms of enhancing institutional memory.

Communication: Depending on how they are conducted, M+E activities can 
provide an opportunity for greater dialogue to take place between the different 
stakeholders involved in a particular intervention. The donors, implementing 
agency and the intended beneficiaries may have the opportunity to learn about 
each others’ perspectives on the intervention in more detail.

Spheres Hierarchy  
of objectives

Level of results Achievement

Context Overall goal Relevance Impact

Sphere of influence Objective Effectiveness Outcome

Sphere of  
responsibility

Expected results Efficiency Output

Collect and analyse  

information  

on the progress of 

implementation.

Reporting twice a year

Table 2: 

Monitoring Framework
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Guiding questions when adapting monitoring methods to a specific project 
situation:

Accuracy: Which stakeholders will use the information and for what purposes? 
How accurate must the information really be in view of these purposes?  
Would the same method applied by different persons provide comparable results?

Area coverage: Is there a need for results with wide coverage, or is there a need 
for more detailed information from a few representative locations, households, 
etc.?

Frequency: How often should information be updated, thus repeating the obser-
vation (this is closely related to the accuracy of the method and the sensitivity  
of the corresponding indicator)?

Feasibility: Can the method be applied with the resources available to the project 
(field equipment, laboratory facilities, transport, labour, skills, funds, etc.)?  
If not, how can the method be adapted to the project’s resources? Can parts of the  
monitoring be outsourced, i.e. be conducted by universities, private companies, 
etc.?

Not only the framework of monitoring matters, but also the way it is carried out 
(process). Participatory approaches should not only be applied when planning 
and implementing project activities, but also during M+E:

–	to ensure that the changes which the project is creating fully reflect the concerns 
and aspirations of the intended beneficiaries;

–	to enhance accountability to the intended beneficiaries;
–	to provide an opportunity for learning and reflection, encouraging the confidence 

of intended beneficiaries and their sense of ownership and self-efficacy;
–	to promote communication between all involved in the project;
–	to identify new and emerging needs, including capacity-building needs.

– Does NFSD receive reports on a regular basis?

– Who is contributing to the reports and how much?

– �Does the report show evidence of whether the activities carried out ensure the 

expected results?

– Are indicators regularly measured?

– Is an annual plan of operation available?

– �Do the beneficiaries participate in the decision-making process during implemen­

tation?

– What is being done to strengthen the beneficiaries and local partners’ capacities?

– How do budget and cost correspond?

– Is an evaluation planned?

Key questions  

for project managers
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Review and Evaluation

The purpose of evaluations is a combination of learning, guidance and control. 
The focus is on assessing the impact and the relevance of the project in relation to  
its objectives, target groups and other affected parties. The monitoring system 
and project reviews provide complementary information. The terms of reference 
for the evaluations are based on the elements of LFA (→ template p. 39). 

The final evaluation should not only examine the immediate objectives (out-
come / effectiveness), results (outputs / efficiency) and activities, but also the im-
pact and sustainability of the project (impact or ex-post-evaluation) (→ template 
p. 43).

There are many types of evaluations. Ex-ante-evaluations are carried out before 
an intervention is executed (initial situation). A mid-term evaluation is carried 
out during the implementation phase of a project. An ex-post-evaluation is car-
ried out after a project is terminated. The combination of ex-ante and ex-post-
evaluation allows insights into the difference that has actually been made by the 
project intervention. In addition, an evaluation can be carried out by the pro- 
ject team itself (internal evaluation) or by an independent group of consultants 
(external evaluation). Evaluations should always be planned and carried out  
in collaboration with the beneficiaries. According to NFSD procedures, in each 
project phase (2-5 years) at least one external evaluation is carried out.

The process of reviewing or evaluating work is also vital if people are to learn 
from experience and to share lessons learned with others. Recognizing and un
derstanding failures and successes is equally important.
 

– Is an external evaluation scheduled? 

– �Who is part of the external evaluation team (fields of competence, organisation, 

experience, sex, etc.).

– Do the resources spent justify the progress made?

– Were the risks and assumptions correctly identified?

– Has the information needed to make assessments been collected?

– Is a self-evaluation by the project partners / beneficiaries planned?

Learning, guidance  

and control

Assessing whether and 

to what extent targets are 

achieved

Key questions  

for project managers
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Impact Assessment

Impact assessment is the systematic analysis of the lasting or significant changes 
– positive or negative, intended or not – brought about in people’s lives by a given 
action or series of actions (Roche, 1999).

Impact assessment therefore considers more than the immediate, predicted out- 
puts of an intervention (project or programme) and is much more concerned  
with the implications in the medium and long term. This crucially should include 
assumptions of expected, unintended, positive and negative impacts.

In order to measure lasting change meaningfully after the termination of a pro-
ject, it is vital that change processes are tracked throughout its project cycle. 
Understanding and measuring change should therefore be a focus of ongoing 
monitoring and other key stages of the programme cycle.

Depending on the scope and overall goal of the project NFSD carries out impact 
assessments. While for smaller projects, a final evaluation is sufficient, impact 
assessments are part of a NFSD programme or regional project.

25NFSD Project Management Handbook

Analysing lasting  

changes in peoples’ 

lives
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Templates

This chapter includes a collection of templates which are useful in project 
management as well as a check list and an example. To some of the templates it 
was already referred in the previous chapters.

	You may also download the templates electronically from our website: 

	www.novartisfoundation.com
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Project Description 

Summary  	Main features of the proposed project: 

		 project components, duration, what needs are being addressed and how

Background  	Situation of the country regarding the project intervention

 	Government / sector policy

 	 Information on the implementing agency

 	Project history

	 	Problems to be addressed / opportunities given

Findings from Previous Studies

Project Design 	 Overall Goal

	 Objective

	 Target Population and Beneficiaries

	 Rationale, Strategies and Approaches

 	 In which broader conceptual framework is the project situated?

 	Which strategies and approaches in terms of sector/policy, collaborations, 

		 project type etc. are chosen in order to attain the objective?

 	How does the objective relate to the NFSD and the recipient 

		 country’s policy?

	 Project Organisation / Technical and Operational Support

4.1
	4.2
	4.3
	4.4

	4.5

Rough Cost Estimates

Tentative Plan of work

1.

2.

6.

5.

4.

3.

Recommended number of pages not more than 5–10.
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Project Document

Executive summary  	Context

 	Objective system and strategy

 	 Implementation

 	Risks and controlling

Background  	Features of the country / region / area and sector concerned

 	Policy / sector strategies and approaches

 	Analysis of situation and problems of the target groups / 

		 beneficiaries / other stakeholders

 	Other (complementary) initiatives in the sector / region / area

Objective System  	Overall goal / indicators

 	Objective / indicators

 	Expected results / indicators

Project Concept 
	and Strategy

 	Project duration

 	Geographical area

 	Project approach and principles

 	 Intervention system, intervention levels and project instruments

 	Working approaches and values

Target Population, 
	Beneficiaries and 
	Partners

 	Features of the country / region / area and sector concerned

 	Policy / sector strategies and approaches

 	Analysis of situation and problems of the target groups / 

		 beneficiaries / other stakeholders

 	Other (complementary) initiatives in the sector / region / area	

Project Organisation  	Project structure

 	Project infrastructure and management

 	Roles and responsibilities

 	� Administrative arrangements (accounting, financial management, 

		 external audits)

Funding  	Overall budget

Controlling  	Monitoring

 	Evaluation

 	Financial controlling

Potentials and Risks  	Potentials

 	Risks

Reference Documents

Appendices  	Project Planning Matrix

 	Terms of Reference for project staff

 	Budgets

 	Plan of Operation

1.

2.

3.

6.

5.

4.

7.

8.

9.

10.

11.

Recommended number of pages not more than 40.
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	Quality Criteria

 	The beneficiaries are clearly identified.		

 	The beneficiaries are involved in the problem analysis and 

		 the formulation of objectives.	

 	The problem analysis is comprehensive and adequately described.	

 	The overall goal explains why a project is important to society 

		 (main development problems are addressed).		

 	The objective is formulated as an important benefit for the beneficiaries.

 	The objective is in line with the country’s policy and sector approaches.

 	The results are necessary and sufficient to achieve the objective.	

 	The project intervenes in a field where external assistance is needed.	

 	The objective contributes to the overall goal.		

 	The objective will be achieved if the results are delivered.		

 	The results are described as services to be delivered to the beneficiaries.

 	The results will be delivered if the activities are carried out.		

 	The activities are necessary and sufficient to achieve the result.	

 	The means are sufficiently justified by quantified objectives.		

 	Important external conditions have been identified.		

 	Realisitc assessment of assumptions are made.		

 	Implementing agencies have the capacity to implement the project.	

 	The beneficiaries are able to absorb the activities and results of the project.

 	The resources needed are realistic.		

 	NFSD is able to contribute the resources required.

 	Adequate policy support of government, competent national, regional 

		 and local authorities can be expected.		

 	The technology is appropriate for local conditions.		

 	Ownership of the project by the beneficiaries will be adequate.	

 	The beneficiaries / communities mobilize appropriate local resources 

		 for the project.

 	The beneficiaries participate in the project planning, implementation 

		 and evaluation (e.g. self-evaluation).		

 	Women / minority ethnic groups / lower socio-economic groups will have 

		 adequate access to benefits and production factors.		

 	The project will produce no negative environmental effects.		

 	The implementing agencies are likely to be able to provide sufficient 

		 follow-up to the project (institutional sustainability).	

 	Financial and economic benefits will compensate for running costs and 

		 investments (financial sustainability).	

 	Risks are adequately formulated.	

 	Killer assumptions are formulated.		

 	An exit strategy is developed.		

R
el

ev
an

ce

Project Document (Check List)

Given Not Given

		


Fe
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y

				



S

u
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n
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y

 	The entity falls into the thematic focus of NFSD.		

 	The project solves problems in an innovative way.		

 	The project aims to learn lessons	 .	

 	Replication of results is planned.		
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h
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Strategy Indicator 	Means of Verification 	Assuptions

Project Planning Matrix

Overall Goal

Objective

Expected Results

Activities
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Project Planning Matrix (Example)
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Cooperation Agreement / Memorandum of Understanding

Article I  	Objective and Scope of Agreement

Article II  	Term

Article III  	Responsibilities of the Parties

Article IV  	Decision Making

Article V  	Access / Property Rights

Article VI  	Transport, Logistics, Infrastructure

Article VII  	Reporting Requirements

Article VIII  	Audit Requirements

Article IX  	Third Party Claims

Article X  	Amendments

 	Signatures of all parties
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Overall Plan of Operation
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Progress Report

1.

2.

6.

5.

4.

3.

7.

	Conclusions and Outlook  	Lessons learned so far

 	Tentative Plan of Operation for next year (half year)

 	Budget for next year (half-year)

 	 Important events / challenges to come

	Introduction

	Executive Summary

	Overview of Achievements

	Objective System  	Overall Goal

 	Objective

 	Phase Objectives

	Activities / Results  	Expected result 1.1

 	Expected results 1.2

 	Etc.

	Overview of Achievements
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Terms of Reference for Consultants

Background

Objective

Expected Results

Tasks for the Consultant

Time frame

Deliverables

1.

2.

6.

5.

4.

3.
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Agreements with Consultants

Mandate of Consultant

Payment Regulations

Travel Expenses, other Costs

Insurance

Modification of Agreement

Entry into Force

1.

2.

6.

5.

4.

3.

Appendices7.
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Consultants’ Report / Invoice
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Final Report

Executive Summary  	Milestones and Achievements

 	Challenges and Failures

Main Results  	Efficiency / Output

 	Effectiveness / Outcome

 	Relevance / Outcome

Sustainability

1.

2.

3.

6.

5.

4.

7.

8.

	Background

 	 (Continued) Use of results by beneficiaries and stakeholders

 	Contribution to overall goal

 	Policy support

 	Participation of stakeholders and beneficiaries

 	Appropriate technology

 	Socio-cultural aspects / gender equity

 	Environmental protection and effects

 	 Institutional and management capacity

 	Economic and financial viability (cost-effectiveness)

Controlling  	Summary of Evaluation Report

 	Summary of Audit Report

	Implementation 
	Environment 
	and Arrangements

		 Status and changes regarding 

 	Context (economic, social, environmental, political)

 	Policy Frameworks

 	 Institutional set-up, integration and overall project organisation 

		 and management

 	Staff as well as technical and management capacities

 	Evaluation findings

 	Audit findings

Conclusions and Outlook  	Lessons Learned

 	Future NFSD Support / Strategy

	Annexes  	Final planning matrix

 	Final overall implementation schedule (activities)

 	Final overall resource schedule/cost summary/financial status

 	Annual activity/resource schedule of last implementation year
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Evaluation Mission Report
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