Support the spread of good practice in generating, managing, analysing and communicating spatial information

Module: [M07- Project Structuring and Initial Reconnaissance]

Unit: [M07U02- Project Design and Finance]


Exercise No. 1: Project Rationale via Problem Tree Analysis
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Developed by: Giacomo Rambaldi
Objective:


To let participants appreciate the conceptual process leading to the formulation of a project rationale which in turn provides all necessary elements for formulating sound project design and budget 

Time:


1 hour
Materials:


Three pin boards, A5 format paper cards in five colours, A4 format paper, pins, marker pens, masking tape, scissors
Procedure:
1. Ask trainees if they are experiencing problems in their home lands.

2. Ask them to formulate these problems as statements using the cards in one colour. Ask them to write one problem per card. 

3. Collect the cards and stick them on a pin board.

4. Ask volunteer trainees to cluster the problems based on commonalities.

5. Ask the group to prioritise and select one of the problems. Ensure that the problem is a core problem (e.g. natural resources exploited by outsiders).
6. Place the selected problem in the middle of an empty pin board.

7. Ask the trainees to identify and describe possible root causes of the core problem. Invite them to use cards of a second colour to do so.

8. Ask them to pin the root causes on the wall (below the problem card) and to draw a line linking these to the core problem. 
9. Ask the trainees to write on other cards (of a third colour) the effects of the core problem.

10. Invite them to stick these cards on the wall above the problem card and link these to the core problem by lines.

11. Explain that what they have generated is called “Problem Tree” and that this is a simplified diagram of causes and effects.

12. The solution for the core problem can be formulated as the project purpose/objective.
13. Ask the trainees to select one or more root causes and turn these into positive statements (e.g. “lack of tenure” becomes “land title granted”). Explain that these are the results which need to be attained to address the core problem (e.g. natural resources exploited by outsiders). 

14. Write on an A4 card the project purpose/objective. Stick it on the top left corner of a second pin board.

15. Ask the participants to write the expected results on cards (using the fourth colour) and stick them vertically under the project purpose.

16. Ask the trainees to list a series of tasks necessary to make sure that the results are delivered (e.g. develop detailed map of the area, obtain funding, convince authorities about the veracity of local spatial knowledge). These are the activities necessary for delivering the results. 
17. Invite trainees to write the activities on cards (using the fifth colour) and associate these with the results on the pin board.

18. Summarise that what the trainees have visualised is the project rationale including the key ingredients necessary for the formulation of a project, namely: 

a. the project purpose/objective;
b. the list of results which will address the root causes in the framework of the project;
c. the list of actions/activities to be undertaken in order to deliver the results.
19. Call attention to the fact that the project may be contributing to a higher-level objective (e.g. poverty alleviation). In the context of project formulation, this level is known as the goal or overall objective.  

20. Clarify that inputs are necessary to perform an activity and that inputs have a price tag which depends on the quantities needed and the unit costs. The inputs, their quantities and unit costs (e.g. GPS device, tape ruler, salary, etc.) are the elements used to construct a budget. Some inputs may be in-kind. The implementation schedule outlines the implementation of the activities over time. 
Tips and options: 

· It is likely that there will be many root causes contributing to the core problem.
· Invite participants to write only one short statement per card and use capital letters. Text on cards needs to be readable from a distance by all participants in the workshop.
· Invite participants to qualify their statements either in a positive or negative direction. For example, a statement like “available expertise” or “access to funds” is of no use; however, “lack of available expertise”, “competing available expertise”,  “difficult access to funds” or “delayed access to funds” are clearly described statements.

Reflection and discussion:
Identifying the causes of the perceived problems (i.e. building a “problem tree” linking the different levels of problems and showing which problem causes the one above) is one of the slowest and most difficult parts of the planning process. If it is done well, it will inspire the Core Team and likely lead to a much more focussed project. If this is not done well, people may not be as focussed and will be concerned about something which is really a symptom of a deeper problem (i.e. the root cause). They may not resolve the underlying issue, despite much effort. 

A problem situation is also known as a negative condition at the community level, which has a cause(s) and can be solved by appropriate actions.
To get to a clear problem statement, one has to interrogate the causes and effects of the current negative condition, choose an appropriate level at which to intervene in the problem hierarchy and link this with available resources and capacity. 

Problems are best solved by people in the community who are affected by the negative condition, so that they are empowered in their situation and become a resource to the community for future problem solving.
PAGE  
1
Exercise for Training
File name: M07U02_exercise_project_rationale_via_problem_tree
Last modified on: 23 January 2010

