
The Scottish Government’s International Development Policy:

Lessons for best practice – Project cycle management, design and modality

The Scottish Government’s International Development Fund (IDF) offers funds on a competitive basis to organisations which have a presence in Scotland and can demonstrate the appropriate expertise to develop one of the Scottish Government’s international development programmes. The IDF is the financial mechanism to support the delivery of the Scottish Government’s International Development Policy. This briefing note uses case study examples from Malawi to highlight how partnerships have been used by funded projects to enhance the effectiveness of the IDF. 
What is project cycle management?

Project cycle management (PCM) is a project management tool often used by development organisations. It is a cyclical model that includes several steps which can be re-visited during the course of a project to embed a culture of reflection, learning and adaptation. 
The use of PCM can increase the likelihood of project success and impact especially on key issues relating to beneficiaries, resources, or capacities. At each step, a number of tools are available, depending on the context
 
What is project modality?

Most IDF projects are development projects (others provide humanitarian or networking support) and project modality, in this case, is about their objectives and delivery processes. Project modality is defined by a clear project inception, including needs assessment, and it is important to distinguish project modality at an early stage because this can affect PCM.  Approaches to development projects can include:

	Information/cultural exchange
	A focus on two-way knowledge exchange between countries and partners.

	Replication
	Using tried and tested methods from other projects or countries, adapted for local context.

	Capacity building
	Strengthening knowledge, skills and behaviour, including training, continuing professional development, technology transfer, infrastructure and networks.

	Added benefit
	Filling a needs gap, not stand-alone but complementing other initiatives. Impact derived is greater as a result of complementary initiatives.

	Bigger picture
	Integrated into much bigger projects, programmes, policy developments or initiatives.


What is a sustainable project?
Sustainable projects are those which through their design have impacts that outlast donor inputs. In terms of sustainability, projects may be one of 3 categories:

	Discrete
	A one-off input with good legacy potential, for example, production of training materials. No need for further inputs to achieve initial objectives.

	Stepwise
	An input with potential for further activities at some point in the future, for example a pilot project that can be rolled-out later through another input/project.

	Continual
	Needs to have follow-on support immediately after end of project to avoid loss of impact/benefit, no ‘exit’ design.  For example humanitarian aid without capacity building.


What is best practice for PCM and modality?

A recent LTSI independent review of IDF projects focused on Malawi, on behalf of the Scottish Government, highlighted some key lessons and good practice in PCM and project modality.  

Ensure real participation:  IDF projects with meaningful participation were more successful. These projects moved away from a ‘top-down approach’ of decisions and planning in Scotland, to involving partners in all aspects of decision-making. This strengthened ownership, problem identification, design and planning, adaptation, and sustainability of outcomes. The ‘Building Bridges’ project held extensive stakeholder consultations in its initial stages. This ensured that the training planned for women MPs was appropriately tailored to real needs for support to women’s issues.

The ‘SEARCH’(Scottish Executive Acute Respiratory Child Health Project) project was an expansion of a previous project, but it still engaged with stakeholders as a first step. This resulted in its objectives being built into the sector-wide approach strategy of the Government of Malawi. 
Use networks and collaborations:  Many IDF projects were working on similar themes. The development of networks between them can help to share lessons and improve efficiencies.  Also, as IDF projects are financially relatively small, networking was observed to broaden the scope of impact and strengthen influence and advocacy.

By building the capacity of an existing network of farmers and smallholders, the ‘Fairtrade Macadamia Market Access’ project  is delivering benefits to the growers. Working collectively, the local and national networks have raised the profile of macadamia as a commercial crop, thereby promoting increased supply, which is important for export crops. The networks with Scottish organisations have improved producers’ ability to access higher value export markets in Scotland and beyond.
Identify the need:   Clear identification of the project need was beneficial in setting meaningful targets. The use of needs assessment and stakeholder analysis can enhance project success. Working closely with local partners and other projects was important. The need for the “Home Based Care for People Affected by HIV/AIDS” project (Child Support Project) was identified as part of the project leader’s PhD studies. This early and clear identification of the problems to be addressed has meant that beneficiaries have experienced real benefits before the project ends.

Do inception work planning:    Once funding is secured, inception workshops involving all stakeholders can be really helpful. Collaborative planning ensures there is real knowledge exchange, that external ideas are fully adapted to the local context, and that plans account for local risks and situations. This can reduce the chance of projects meeting unforeseen challenges during implementation.  It is especially important where projects are using the replication modality (see table above).
During the inception phase of the ‘Community Support’ project , a thorough participatory process fine-tuned the plans submitted as part of the project proposal. It also helped to identify activities, so that all stakeholders understood what was to be done and by whom.

Apply good planning:   Projects that used a robust planning framework from the start so that goals can be translated logically into objectives, activities and outputs were seen to deliver stronger outcomes.  Goal-orientated project planning (GOPP) or a logical framework can be useful in this process and can be used as a planning and a management tool, and revisited during implementation and monitoring.

The ‘Partnership for Trade Policy Development’ set itself a specific goal and translated this into 3 objectives with specific, allocated tasks. The value of this planning process became clear in their performance assessment. This noted that the project  had  “achieved the targets it had set itself, within budgets allocated”.

Establish a monitoring and evaluation (M&E) system:   Many IDF projects had developed  appropriate monitoring and evaluation system at the outset. This enabled projects to re-visit their planning framework during implementation, to change activities where necessary, in liaison with the Scottish Government. A project’s ability to respond effectively to changes in the operating environment can be critical to its success.  

The project for ‘Reducing Maternal and Infant Mortality’ ensures ongoing feedback through a steering group which  includes Ministry and District health staff in Malawi, and through quarterly community-level focus group discussions. This demonstrates good monitoring practice and a commitment to partnership at different levels.

Consider the means of verification:   Effective planning and M&E is strengthened by using other appropriate means of verification of project progress. This is about providing evidence to support anecdotal statements of success. As part of the proposal, projects may wish to highlight this, bearing in mind the challenges of collecting the information/evidence.

The ‘Child Support project’ included case studies in its progress reports which supported the progress statements made for each objective. This communicated, using images and direct quotes, the realities of needs being addressed and the improving circumstances of the beneficiaries.

Include an exit strategy:  IDF projects that developed exit strategies from the project proposal stage (for discrete and stepwise projects) produced positive outcomes on sustainability by ensuring consideration of action and progress post-funding. For example, projects which train trainers showed stronger sustainability of outcomes. 

See The Scottish Government’s website for more information

http://www.scotland.gov.uk/Topics/Government/International-Relations/internationaldevelopment
� This briefing is part of a series of 4 thematic papers taken from the “Independent Review of Scottish Government International Development Fund Projects Focused on Malawi” which is available at � HYPERLINK "http://www.scotland.gov.uk" ��www.scotland.gov.uk�. The views expressed in this report are those of the researcher and do not necessarily represent those of the Scottish Government or


Scottish Ministers.


� Try using an internet search engine for “project-cycle-management” or, alternatively, visit the following link as an example � HYPERLINK "http://tilz.tearfund.org/webdocs/Tilz/Roots/English/PCM/PCM_E.pdf" ��http://tilz.tearfund.org/webdocs/Tilz/Roots/English/PCM/PCM_E.pdf�


 





