
C5.2  SCORING PROCEDURES
In cases where groups are unable to reach decisions based on discussions, a process of
numerical assessment can be used. This type of assessment can also be useful to provide
clear and transparent reasoning for the selection procedures.
The assessment always follows an information-based discussion. Scoring should never be
done without the required information. The steps described above will therefor precede these
scoring steps.

Step One: Agree on procedure and scoring system. This will include agreeing:
• Who will score? (individuals, small groups or the total group)
• Will the particular scores of interests be made transparent? For example

different interest groups use different colours during the scoring process.
• What rating system will be used?

a) Score out of ten: high score implies favourable options.
b) Allocate a total possible for all options i.e. 4 options are listed and the

total score should add up to 20 per criteria. Each option is allocated a
proportion of 20 according to the information. (see example)

c) Scale: 
2 : very favourable
1 : favourable
0 : neutral
-1 : unfavourable
-2 : highly unfavourable

d) Qualitative indication such as: Low/Medium/High
• Will a single score be allocated for each option or will a score be allocated

per criteria for each option adding to a total score for the option?
Ensure that all participants understand the scoring system. This is as
important as ensuring all participants understand the criteria.

Step Two: Allocate scores as agreed upon.

Step Three: Decision on one favourite option or on a mix of options. 
• In case there is a clear vote in favour of one option, this strategy should be

pursued.   
• In case there is no clear scoring result in favour of one option, compromise

strategies have to be designed by:
a) Deciding in favour of a combined strategy package consisting of

several complementary strategy components.
b) Deciding on a differentiated strategy which supports different

strategies for different places, different target groups or periods of time
(phased strategies).

c) Deciding in favour of a modified strategy which takes recognition of
areas of low/negative scoring and which may include aspects of other
strategic options that would increase the scoring.

• Once options have been selected, it is worthwhile to check for areas in
which these options scored low – the low scoring areas can be rectified or
addressed within the project design.

MODIFICATIONS OF SCORING PROCEDURE:
a. Variation of assessment criteria: During the scoring and discussion process it may

turn out that some criteria are irrelevant for the decision to be made, while other criteria
are missing.  In such a case, the criteria may be changed and the scoring process may
be done again based on the new set of criteria.

b. There are two slightly different procedures:
1. Procedure a: Criteria that are considered to be more important can be allocated a

weight (for example 2) and scores allocated to that criteria will be multiplied by 2.
2. Procedure b: Alternatively, all the “should be” criteria’s importance can be indicated

by allocating a % out of the total of 100%.  For example if you have 5 criteria:
Criterion A 5%
Criterion B 30%
Criterion C 10%
Criterion D 20%
Criterion E 35%
Total 100%

All scores are multiplied by the relevant percentage.
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C5.3 FORCE FIELD ANALYSIS
PURPOSE:
This tool can be used to assist you in decision-making, for example when having to decide
between different strategies that have been identified to address key issues, or to decide
between possible projects to implement a strategy.

DESCRIPTION:
The tool is a method whereby all the forces for and against a proposal are identified, to ensure
that all such forces are taken into account when deciding on the best course of action to
undertake. In terms of this method, the forces for and against a proposal are given numerical
scores to indicate their strength. This approach presents the opportunity to calculate totals, or
calculate the impact of reducing or increasing a certain force by considering it as part of the
strategy.

EXAMPLE:

PROCESS:
Step One: List all the forces for and against the proposal. Consider the data in the

problem/potential analysis – this could identify some forces for or against.

Step Two: Assign a score to each to indicate the strength of the force. For example 1
for weak through to 5 for strong, after debating the impact, relevance, etc. of
each force.

The totals of the forces for and against will give an initial indication of the
viability of the proposal. In the example above, the proposed strategy may
have to be reconsidered.

Step Three: Discuss whether positive forces can be increased/and negative forces be
decreased through actions or strategy modifications:

In the example:

• Local people can make their residences available as guest houses and to
reduce the relevance of the negative force “lack of tourism infrastructure”.

• The passing of tourists through sensitive areas can be managed, reducing
damage against the eco-system.

Step Four: Identify new projects to increase the positive impact of the proposal and/or
to reduce the impact of negative forces.

Step Five: Identify additional information requirements related to consideration of
potential risk factors during the planning and management of the proposal.

(More information on Force Fields Analysis can be found in management literature as well as
on the website www.mindtools.com)
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Strategy: 
Job Creation 

T h r ough 
E c o - To u r i s m

Forces For Score

Many potential 3
tourists pass 
through the area
on route to
Durban

Coastline have 5
unique eco-system

Tourism can also 4
create indirect jobs

Local advertising 1
agency has
offered limited
free services

TOTAL FOR 13

Forces Against Score

No tourism 5
infrastructure
exists, e.g. hotels/
guest houses/
access roads

High crime rate may 3
deter tourists

Tourism may harm 4
eco-system

Local people 3
not trained
in hospitality
industry

TOTAL AGAINST 15



C6  PROJECT PRIORITISATION MODEL (PPM)
PURPOSE:

A modelling tool to assist municipalities/service delivery authorities with multi-year project

prioritisation and monitoring.

DESCRIPTION:

• Based upon Microsoft Access database.

• User-friendly interface requiring no knowledge of Microsoft Access.

• Generic in nature and can be tailored to suit the particular needs of the authority.

• Typical functions:

– Enables the capturing of projects on a multi-year basis.

– Facilitates a classification of projects (function, locality, programme, status,

department/applicant etc.).

– Permits a rating of each project by criteria defined in the model by policy

makers/stakeholders. Criteria can be weighted.

– Multi-year budget allocation facility and actual expenditure facility.

– Allows for the monitoring of projects from application through to completion.

– Built in flexible reporting system from captured data to enable project monitoring and

management information reporting.

WHERE THIS TOOL CAN BE OBTAINED:

Name of Organisation:
Development Bank of Southern Africa, PO Box 1234, Halfway House, Midrand, 1685

Division/Department: 
Specialists Unit

Contact Person(s): 
R. Marwood, H. van der Merwe or M. Marler.

Contact numbers: 
Tel:  (011) 313-3280/3690/3250

Fax: (011) 313-3416

E-mail Address: 
richardm@dbsa.org, hermanv@dbsa.org, mikem@dbsa.org

Website Address: www.dbsa.org
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C7  COMBINED SERVICES MODEL (CSM)
PURPOSE:

A modelling tool to assist with the design of an infrastructure investment programme for

municipal services.

DESCRIPTION:

o Based upon an Excel spreadsheet.

o Is intended to be a decision-making tool rather than a detailed planning tool.

o Services modelled are: water, sanitation, electricity, roads/stormwater and refuse disposal.

o Models the financial impact to both the municipality/service provider and households of

providing different service level options according to household affordability.

o Calculates resultant capital and operating costs and borrowing requirements.

o Can accommodate a multi year analysis up to 10 years.

o Model facilitates “what-if’ scenarios to assist decision-makers dealing with municipal

service provision.

o Illustrates the basic trade-offs between service levels, household bills and subsidies.

WHERE THIS TOOL CAN BE OBTAINED:

Name of Organisation:
Development Bank of Southern Africa, PO Box 1234, Halfway House, Midrand, 1685

Division/Department: 
Specialists Unit

Contact Person(s): 
R. Marwood, H. van der Merwe or M. Marler.

Contact numbers: 
Tel:  (011) 313-3280/3690/3250

Fax: (011) 313-3416

E-mail Address: 
richardm@dbsa.org, hermanv@dbsa.org, mikem@dbsa.org

Website Address: www.dbsa.org
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C8  THINK TOOLS
PURPOSE:

Think Tools is an interactive computer-based set of tools to support decision-making in

complex strategic scenarios by providing quick access to available information and models for

transparent strategic reasoning and consensus building.

APPLICATION IN IDP:

Think Tools can be used for municipal-level prioritisation (Planning Activity 1/7) and for analysis

of/decision-making on alternative options (Planning Activities 2/8 and 2/9). It is a relevant tool

for highly complex scenarios and in cases where significant volumes of information have to be

considered in a decision-making process (e.g. in Metros). Competent application of Think Tools

requires well trained staff and a license.

DESCRIPTION:

Think Tools includes tools for:

• capturing, storing and manipulating data;

• analysing issues and relationships between the factors at play;

• developing scenarios, thus helping to understand the challenges facing the municipality;

• reaching consensus through a constructive process of capturing, discussing and testing

conflicting views;

• evaluating strategic options against defined criteria in three time horizons;

• testing chosen strategic options for completeness, robustness, risk, alignment with

objectives and probability of success; and

• communication of results of the strategising process.

Further information can be obtained from:

Dr Helmut Orbon

Economic Development Advisory Project (EDAP)

c/o GTZ, PO Box 13732, Pretoria, 0028.

Tel: (012) 342-3626

Fax: (012) 342-3646

E-mail:  orbon.gtz-suedafrika@za.gtz.de.
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INTRODUCTION

Planning in a wider sense includes all sections of this guidebook. Planning means involving
others, dealing with information and, of course, it means decision-making. In this section on
“Planning” we deal with planning in a more specific sense of procedures and techniques on
how to translate strategy decision into precise guidelines for future action.

Useful guidelines for future action should include information on:

• the overall d i re c t i o n to be provided by a v i s i o n of what the future should look like (tool D1);

• the more specific d e s t i n a t i o n at which one wants to arrive within the planning period, i.e. the
objectives a municipal council wants to achieve (tool D2);

• the w a y or route on which one wants to approach the destination, which is described in the
s t r a t e g y ( c o v e red by tools in section C) ;

• the areas and types of i n t e rventions or measure s re q u i red to move forw a rd on that way, i.e.
the p ro j e c t s by which we wants to achieve our objectives (tool D3), which should include
m o re specific information on; and

• type and quantity of services to be provided (“outputs”), steps to be taken (“activities”)
and resources required (“inputs”, “budget”) to provide these services, including
specifications with regard to quantity, target groups, responsible actors, location and time
(tool D4).

As projects tend to be composite packages of measures which may be implemented by diff e re n t
agencies, there is a necessity to summarise all activities by agency in order to provide pro p e r
guidance for the management of the overall p ro g r a m m e of each implementing agency (see D5).
Last but not least, future action has to be guided by a s u m m a ry action plan for the whole
m u n i c i p a l i t y, which provides an o v e rview of all projects and their timing (see D6). 
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D1  CREATING A VISION
PURPOSE:

Any organisation or entity requires a driving force, not rooted in the past, but an image of the

future. Once analysis regarding the current is complete and priority issues are identified,

stakeholders can turn their attention to the future to create a vision that will provide the

direction and influence the formulation of objectives. The formulation of a vision can become a

very useless and mundane exercise if not facilitated properly. This tool draws both on people’s

emotions, dreams and aspirations and their rational capacity. It is an attempt to avoid the use

of templates and formulation by one or a few individuals.

APPLICATION IN IDP:  

Planning Activity 2/1.

CHARACTERISTICS OF A VISION:

• A vision provides a clear, easily understood image of a better future. 

• The nature of a vision should foster commitment and engage both the heart and mind.  

• You create visions by examining what you want, defining values and engaging in informed

dreaming.

• Although the vision is an imagination of the future it needs to remain realistic to serve as an

inspiration. 

• It should be something which can be accomplished and that people are willing to work hard

and be committed to.

EXAMPLE OF A VISION: GIRO SPORT DESIGN (1991)

The best riders in the world will be using our products in world-class competition. Winners of

the Tour de France, the World Championships and the Olympic Gold medal will win while

wearing Giro helmets. We will receive unsolicited phone calls and letters from customers who

say: “Thank you for being in business, one of your helmets saved my life.” Our employees

will feel that this is the best place they’ve ever worked. When you ask people to name the

top company in the cycling business, the vast majority will say “Giro”.

(High impact tools and activities for strategic planning by Napier, Sidle and Sanaghan, 1998)

PROCESSES/TOOLS TO ARRIVE AT A VISION:

The process involves guiding a thinking process with relevant stakeholders and should include

both rational (current and future realities) and fantasy (possible futures) thinking. The following

options are described below:

D1.1 Mind Journey

D1.2 Press conference

D1.3 Systematic question-guided thinking

D1.4 Competitions

D1.5 Procedure: From individual visions to one joint vision

D1.6 Popularising the Vision
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D1.1  MIND JOURNEY
The facilitator guides participants (who should relax and close their eyes before the start of

the “journey”) on a fantasy trip. Participants are first asked to imagine the present day-to-day

situation they are in and then guided on a fantasy trip by entering an aeroplane, taking off and

looking down on the present reality from high above until it disappears and they have left their

present reality with all its worries behind.

There is a silent phase and then the participants will be guided back to their home places

(after a long period of absence – 5 to 10 years). They will land in the plane and be asked to

imagine the place in the way they would like to see it (their homes, their working place, their

families, the broader community, their town/city etc.). Participants are given time to imagine

all relevant aspects of their future desired situation and are asked to open their eyes and

come back to reality.

The facilitator gives participants 5 – 10 minutes to phrase their imagined future situation in 

1 – 2 sentences and write these down. These are handed in and used as a basis for

developing a vision statement. As a means of building consensus some time can be allocated

to sharing and discussing peoples different “visions”.

D1.2  PRESS CONFERENCE
Participants are asked to imagine the following situation:

Indicate a date into the future – 5 to 10 years from the present. The municipality is nominated

for an award of excellence, along with 3 other municipalities in the country.

Write a press statement (on one flipchart) explaining why your municipality has been

nominated and should win the reward. Prior to writing the press statement groups have to

consider the following questions:  

• The current strengths, potentials and uniqueness that would remain positive and could

make the municipality one of excellence.

• Current difficulties that  they would like to see changed before the municipality can achieve

excellence.

Groups should use the results of their deliberation on the above questions to write the press

statement. This will ensure a mixture between rational thinking and fantasy.

Ask individuals or small groups to phrase this picture of the future using a limited number 

(1 – 3) sentences. Discuss the various contributions and consolidate and rephrase where

necessary an agreed upon idea into a single statement.
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D1.3  SYSTEMATIC QUESTION-GUIDED THINKING
This is a more rational thinking approach to the formulation of a vision. It uses questions to

guide the thinking of people, for example:

• What does our past tell us about what we want and care most about?

• What do we want to stand for and accomplish?

• What achievement/s would make our (entity/organisation) existence worthwhile?

• What makes us distinctive or unique?

• What outcome will make all our efforts/resources worthwhile?

The group can first individually answer the questions before discussing the responses in

plenary. Participants can be requested to write down three words per question. The facilitator

can then collect the words and small groups can be requested to formulate sentences (3 – 4

lines) using the words.   

D1.4  COMPETITIONS
If there is time available and more public participation is required by stakeholders, local

competitions in for example schools or in the local media can be launched requesting

members of the public to formulate a vision for the municipal area. 

Although this will be time consuming it will generate the most involvement and contribution

from the public.  

Criteria to select the winning vision can be set using the characteristics of vision as described

above.  

The business community can become involved in the selection procedure of the winning

vision as they have experience in vision formulation. 
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D1.5  PROCEDURE: FROM INDIVIDUAL VISIONS TO
JOINT VISION

Reaching agreement in a diverse group regarding the wording of a vision can be a challenge
to any facilitator. A step-wise group consolidation procedure is advisable to ensure broad
consensus on the final vision statement. This can be achieved by a process of gentle
agreement. The facilitator follows a step-wise process involving:

• Participants formulating individual ideas.

• Small-groups (3 – 4 participants) discuss the individual ideas and reach a consolidated
statement.

• Two small groups (6 – 8 participants) join their efforts and reach consensus.

• Plenary discusses contributions from the various groups.

The size of the smaller groups will depend on the total number of participants. In bigger
groups the first round of small groups can include 6 – 8 participants. This will limit the final
number of contributions to discuss in plenary.

RULES OF GENTLE AGREEMENT IN SMALL GROUP:

• First seek the areas of common ground, statements that all group members have in
common and record these as a starting point.

• Note down ideas that the group feels are good and which one or more participant thought
of. If everyone in the group can agree that it is a good idea it can be recorded on flipchart.
Do not record any idea that the whole group does not agree to.

• Differences can be noted if the group feels that it is important. Remember though that the
emphasis is on areas of agreement.

This process is repeated in the bigger groups with the ultimate goal to have a limited number
of statements that can be discussed in plenary.

The plenary can repeat the “gentle agreement” process or drafts can be presented and
participants can vote for the most liked statement.

HINTS:

• Visualise the characteristics of a vision as a reminder to the group.

• Visualise the rules of common ground / gentle agreement.

• Monitor the small group work to prevent groups trying to convince (argue) one another
about the rightness of their ideas.

• All ideas should be captured on flipcharts.

D1.6  POPULARISING THE VISION 
Agree on strategies to popularise the vision and obtain some feedback from the public.  

To illustrate the power of popularising the vision the following example: During an interview

with a cleaning staff member at NASA the interviewer asked the member what she was

doing in the organisation. Her reply: “I am putting a man on the moon”. 

(High impact tools and activities for strategic planning by Napa, Sidle and Sanaghan, 1998)

It may also be important to get assistance from marketing experts in finalising a vision

statement so that it can be effectively marketed to inspire, focus attention and mobilise.

See A1.5 for hints regarding public information dissemination.
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D2  OBJECTIVES FORMULATION CHART
PURPOSE:

To ensure that objectives are formulated in a relevant and realistic manner and contribute to

the overall vision and relate to the priority issues. Objectives should clarify what the

municipality intends to achieve in the particular time period (5 years). The objectives need to

inform or guide the strategy formulation.

APPLICATION:

Planning activity 2/2 requires the determining of working objectives. The formulation of

objectives should occur in the vision workshop. The objectives can be refined/improved once

technical planning is completed in Phase 3.

DESCRIPTION:

The Objectives Formulation Chart creates a structure that will ensure that objectives:

• Address priority issues 

• Are in line with the vision

• Consider cross-sectoral integration aspects rather than being predetermined by sectoral

orientations.

The table illustrates how a number of priorities can be addressed by single objectives and

other priorities might require their own objective/s or even several objectives. 

PROCESS:

1. The vision should be clearly visualized.

2. All priority issues should be listed.

3. The objective should be a response to: “What would the municipality like to achieve in the

next 5 years?” The statements are more specific than the vision and specifications like

quantity, standards and locations should be included where possible. Final indicators will

only be formulated once projects/programmes have been determined. 

4. Check whether the objectives:

• Address all priority issues

• Are integrated and not sectoral 

• Contribute to the vision.
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EX A M P L E O F OB J E C T I V E S FO R M U L AT I O N C H A RT

Vision: ( D 1 )
The De Ville municipality is a community where citizens take care of themselves 
and others so that their children are able to grow up in safe and healthy environment 
with opportunities to create financially sustainable future s .

Priorities (C1) Linkage with priority O b j e c t i v e s

1 . Safety of community  All community members,  
p a rticularly members in rural women, feel safe and protected from crimes.
a reasand towns are thre a t e n e d
by violent crimes

2 . Rural communities have M o re households in rural areas and towns 
limited access to economic have income levels above the indicated
re s o u rces and opport u n i t i e s (RDP poverty re p o rts) poverty line 

of R680 per month.

3 . Unemployment in ru r a l
towns are increasing by 5%
per annum

4 . I n s u fficient supply of safe All communities (in permanent settlement  
water in informal settlements a reas) have access to basic household
(12) and rural communities water and sanitation serv i c e s
(7) creates health pro b l e m s a c c o rding standard s .

Adequate Health services including in both 
education and clinical are available within 
close proximity of communities.

5 . HIV/AIDS are negatively 
impacting on the availability 
of healthy labour in ru r a l
families and industries

6 . The municipality is 
unsuccessful in the collection 
of 48% of revenue Payment for services increase to 85%
in the past year in all sectors of the community.

DO THE
OBJECTIVES
CONTRIBUTE

TO THE VISION?



D3  STRATEGY TO PROJECT TABLE
PU R P O S E: 
Once strategies have been decided, the first step towards implementation has to be undert a k e n ,
i.e. that of planning for implementation. This step involves “translating” strategies into a project /
series of projects for implementation. This tool helps to stru c t u re the identification of projects, in
t e rms of listing possible projects to implement each strategy. This is the starting point for more
detailed project design in the next planning phase.

AP P L I C AT I O N:
S u m m a ry of decisions made during planning activity 2/9 and 2/10.

DE S C R I P T I O N:
Strategies can be defined as the w a ys (“how?”) to achieve objectives. Projects are a t e m p o r a ry
set of measure s / i n t e rv e n t i o n s that translate the strategy into practice. In order to move fro m
strategies to projects, strategies have to be unpacked to determine the various c o m p o n e n t s
re q u i red for the realisation of strategies. Based on these components, a reas for interv e n t i o n c a n
be identified. The areas of intervention form the basis for identifying projects. One project or a set
of projects can be used to achieve a strategy. Altern a t i v e l y, one project can contribute to the
achievement of more than one strategy. The table below illustrates this translation process and it
e n s u res a close link between project identification and the selected strategies.

PR O C E S S:
1 . Draw a table with headings as indicated in the example.

2 . To translate strategies into projects, you have to study the strategy in detail, and list what
has to exist to fulfil the strategy. This is listed in the “ c o m p o n e n t ” column. For example, if
you want to stimulate job creation through eco-tourism, you need (1) a regular flow of people
who would want to come and visit (2) infrastru c t u re to get the people there, (3) places for the
people to stay (4) places to supply food. (See table for more examples.)

H I N T: Consider the causes of the problem/priority issue that the strategy deals with.  These
will provide valuable clues re g a rding factors that should be addressed in order for the
strategy to achieve objectives.

3 . Once you have completed this list, consider what components already exist – these are
indicated with a YES in the following column. Check for components that do not exist or only
exist in part – indicate these with a NO in the following column. You can choose to indicate
aspects that exist in part with a diff e rent symbol e.g. X.  

4 . Check for each component whether it is already covered by existing pro j e c t s ( c o n s i d e r i n g
data collected during 1/1 on existing projects). Indicate these projects in the next column to
e n s u re we do not redesign projects that already exist in the municipal plans. These do not
include completed projects, but those which are already in the implementation phase and
those in the pipeline. Indicate the diff e rence by marking already started projects with (x) and
those in the planning phase (p). This will avoid duplication, but will also ensure that these
e ff o rts are reflected in the IDP.

5 . In the following column indicate whether this particular project deals s u ff i c i e n t l y with the
re q u i rement. If not, additional measures have to be considere d .

6 . The components indicate possible areas of interventions. For those components not
s u fficiently covered by existing projects compile a list of pro j e c t s ( i n t e rventions) to deal
with such outstanding components. For example, if you have a nature park but do not have
road infrastru c t u re to get the tourists to the park, your project will be “The construction of an
access road to park X from point A to point B”.

H I N T:  

• In defining projects (as in the case of formulating strategies), decision-makers and
re s o u rce persons have to apply creativity to come up with the most innovative and
a p p ropriate solution.  

• During the listing of possible projects, you could identify more than one option for a
p a rticular area of intervention. For example, projects related to effective small businesses
could involve:

1 . Making credit/loans available.

2 . Establishing an advice centre .

Decision-makers then have to investigate the options and agree on the most appro p r i a t e
option in the particular situation. In some cases it could re q u i re an alternative analysis (C5).  
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D4  DESIGNING PROJECT PROPOSALS
PURPOSE:

Project proposals should be designed in a way which is: 

– transparent, i.e. gives a clear and comprehensive picture of the envisaged projects to all
parties concerned (e.g. councillors, target groups, potential partners, financing agencies);

– realistic and implementable considering the existing resources;

– logically consistent, i.e. there should be a plausible link between allocated resources,
planned activities, expected outputs or deliverables and the objectives to which the project
is supposed to contribute; and

– sufficiently concrete to give everybody a clear picture of what he or she can expect,
where, when and by whom.

Well designed project proposals are therefore crucial for making sure that planning will result
in faster and better delivery.

APPLICATION IN THE IDP PROCESS:

Planning Activities 3/3 to 3/9

DESCRIPTION:

The most common tool for designing project proposals is the logical framework approach.
There are different versions of logical framework formats, some more sophisticated, others
more simplified.  What is common for any logical framework is that it provides a condensed
(possibly 1 page) overview on:

– project resources/funds, activities, outputs and objectives; and

– concrete information on quantities, quality specifications, location, time and target groups.

It therefore consists of at least five elements that answer the following questions:

1) What is the project objective or the objectives to which the project is expected to
contribute?

2) What outputs (deliverables) need to be provided by the project to achieve the
objective(s)?

3) Which activities need to be carried out to achieve the outputs?

4) What resources/funds are needed to carry out these activities?

5) By which indicators and specific targets can the objectives and outputs be specified in
terms of quantity, quality, target group, location and time?

Besides these basic elements, other aspects may be included in the overview such as:

• Responsible implementing agencies for each activity.

• Sources of finance for the project budget.

• Risks and related assumptions on crucial external factors which may influence the
execution of activities, the provision of outputs and the achievement of objectives.

• Different levels of objectives can be distinguished (e.g. “purpose” for the immediate
impact of a project on its target groups and “goal” for the ultimate benefits to which the
project shall contribute).

It depends on the type of project and the planning capacities of a municipality whether a more
simple or a more sophisticated version of the Logical Framework shall be utilised.

One possible version of the Logical Framework is described in Tool D4.1 while the setting of
indicators and targets as one aspect of the Logical Framework is dealt with in more detail
under D4.2.
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D4.1  LOGICAL FRAMEWORK
PURPOSE, APPLICATION AND GENERAL DESCRIPTION: SEE D4

DETAILED DESCRIPTION OF THE ELEMENTS OF THE LOGICAL FRAMEWORK:
1. Objective(s):

Project objectives are supposed to describe, in short, the expected positive impact of a
project. It provides focus and orientation for a project. But the achievement of the
objectives is usually beyond the direct control of the project management as there are
other factors besides the project which may have an influence on the expected impact.

Example:

A project may provide better health services to contribute to the objective of better health
conditions, but an epidemic which is beyond control of the project, may limit the
achievement of that objective.

In the context of the proposed IDP methodology (See Guide III), the objectives are
determined first (see Text D2), before strategy decisions are made and projects are
identified (see Tool D3). Consequently the objective of the proposed project is already
predetermined (in certain cases a project may be related to more than one objective). But
such tentative “Working Objectives” may have to be modified or refined if the project
planning process reveals that they are unrealistic or inappropriate.

2. Indicators are used to provide a more precise picture on the objective (the method of
setting indicators is described in Tool D4.2).

3. Project Outputs (or Deliverables) describe what the project is supposed to contribute or
provide to others in order to achieve the objective(s). In other words: The outputs are the
services to be delivered by the project. In so far, outputs are a direct management
responsibility of the project management or the responsible agency. Usually, a project may
need several components i.e. outputs, to ensure that everything possible is done to
achieve its objective(s).

Example:

Providing better health services may include provision of:

– a health centre (= output 1)

– trained staff (= output 2)

– regular supply with medicine (= output 3)

– an annual immunisation campaign (= output 4).

In the context of the municipal IDP process, outputs are services which municipalities,
other government agencies, corporate service providers or other service partners provide
to residents of the municipality.

4. Targets/Target Groups/ Locations, in other words Output Indicators, have to be
specified for each output to make sure that there is clarity for everybody on:

– what precisely (quality), is supposed to be provided;

– how much of it (quantity);

– to whom (target group);

– where (location); and

– by when (time).

Proper output targets are a basis for transparency: Everybody involved should know what
he or she is expected to provide and/or to receive by when.

5. Major Activities: Activities are the steps which have to be taken by the service providing
agencies to make sure that an output can be provided. Thus, activities should be clearly
related to each of the outputs. While the output is a kind of final “product” to be delivered,
the activities resemble back-stage steps required to get the product delivered.

To take the example of a restaurant: While the output is the final meal served to the
customer, related activities are deciding on the menu, procuring food, cooking, cleaning the
kitchen and training the staff.
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As each service provision process can be split into an indefinite number of small tasks, it is
useful to limit oneself to a limited number of major activities in the IDP process. These
major activities can be broken down later when annual business plans are designed on the
basis of the IDP.

6. Responsible agencies have to be identified for each activity in order to make sure that
there will be somebody to do the job. If there is one agency in charge of one whole output,
it is useful to name the organisational sub-units in charge of each activity.

7. Since many activities just take place in a certain time sequence, it may be useful to
indicate the time dimension of activities on a chart. In case all or most activities are of an
ongoing nature during the 5-year planning period of IDP, such a specification by time is not
appropriate. Rather than listing only the ongoing routine activities, however, activity
planning should put emphasis on “milestones”, i.e. on naming crucial steps which have to
be accomplished at a certain point of time.

8. Costs/Budget Estimates/Sources of Finance: Major inputs required in terms of staff,
materials, buildings, etc. separated by investment costs and operational/maintenance costs
have to be listed, quantified and costed. Based on quantities and costs per unit budget
estimates can be calculated (differentiated by capital and recurrent expenditure). Expected
sources of finance have to be added to the budget items. In case there is no source of
finance envisaged so far, this has to be clearly indicated. 

PROCESS:
A finalised Logical Framework is a result of a number of decision-making steps which may
require consultation processes with target groups, technical experts, financing organisations
as well as studies or investigations. Different technical organisational and locational options
may have to be analysed using the tools of Impact Analysis Matrix (C4) or Alternative Analysis
Matrix (C5). Therefore, in the IDP process, a period of more than one month is envisaged for
project planning, i.e. for going through all the steps of analysis, consultation and decision-
making which are required as a basis for completing the Logical Framework. Filling in the
matrix form is therefore one of the last steps of this project planning activity.

The sequence of project planning steps should be more or less in line with the sequence in
which the elements are presented here, i.e. starting from the top of the Logical Framework
and going to the bottom, line by line.

Project planning, however, is an iterative process. That means that it is unlikely to end up in a
conclusive project proposal after one round. Instead, it may reveal that the financial or
personnel resources required to provide the planned output targets are higher than the
available or accessible resources. In such a situation, it will be necessary to adjust the targets
or to rethink the project design aiming at less costly approaches.

CRITERIA FOR ASSESSING THE PROJECT DESIGN

The Logical Framework is a useful tool for assessing project proposals as it provides all
relevant information at one glance. Crucial questions for checking the project proposal are:

1. Contribution to objectives: Does the envisaged project contribute significantly to the
achievement of the agreed objective(s)?

2. Consistency with policy guidelines (and related strategy guidelines): Is the project design
in line with social, economic, environmental, institutional, spatial and financial development
principles with regard to target groups, gender specification, cost-effectiveness, location,
environmental quality, consideration of local business etc.?

3. Realism: Is the project proposal in line with available resources? Does it reflect major risks
related to its implementation and its impact?

4. Logical conclusiveness: Are the outputs in total likely to be sufficient to reach the
objectives? Is each output really necessary to reach them? Are the activities/resources
sufficient to provide the related output? Is each activity/resource item necessary to do so?
Are the target figures at input, activity, output and objective level in realistic proportion to
each other?  

5. Exactness/Clarity: Are the objectives, outputs and activities sufficiently specified to give

everybody a clear picture of what the project looks like, what  can be expected by whom,

by when and what it requires? 
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D4.2  SETTING INDICATORS AND TARGETS
PURPOSE:
To provide the most precise information on what a project or programme is intended to
achieve. This can serve as a basis for transparency, accountability and for monitoring progress.

APPLICATION IN THE IDP PROCESS:
Planning Activity 3/6

DEFINITIONS:
Indicators are, strictly speaking, measurement units which indicate as precise as possible a
certain existing or anticipated condition. Indicators therefore are useful to measure progress,
e.g. the achievement of objectives or outputs.

Example:
• Body temperature is an indicator by which the severity of diseases like flu or malaria is

measured. Life expectancy is an indicator by which social development is measured. 
As an indicator usually covers only certain aspects of a condition or objective, it is 
useful to have more than one indicator in order to get a realistic picture of the situation.
For example, high body temperature as such is not sufficient to conclude on malaria, 
one needs a blood test as a second indicator.

Targets are objectives or outputs which are specified/quantified with the help of indicators.

Examples:
• To reduce the fever of a patient from 39,3°C to 37,3°C within 24 hours.

• To increase life expectancy of men and women in Delta-Region from 50 years to 60 years
(men from 48 to 58, women 52 to 62) between 2001 and 2011.

Thus, indicators are the measurement units by which targets are defined in order to specify
the level of achievement of given objectives or outputs. In common sense planners’ jargon,
however, the term “indicators” is often used synonymous with the term target.

DESCRIPTION OF THE TOOL:
a. Generic rule for setting indicators for project or programme objectives or outputs:
1) An indicator to be sufficiently specific should specify

– quantity: how many?  how much?  how often?

– quality: standard?  characteristics?

– target group: for whom?

– location: where?

– time: by when?  within which period?

2) Option A: Using one indicator which comprehends all five dimensions
Example:

OBJECTIVE/OUTPUT INDICATOR WITH TARGET FIGURES

Objective: Increased income for small-scale 500 farmers (50% women) in Karo-District
farmers with less than 2 ha cultivated area

increase their net cash income from crop
cultivation by 50% (i.e. from R10 000 to
R15 000 per annum) between 2000/01
and 2004/05 season.

Output: Small scale farms provided 500 farmers (50% women) in Karo-District 
with credit with less than 2 ha cultivated area get

access to seasonal group loans of up to
R1 000 per farmer per season.  
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3) Option B: Using several indicators for different aspects (relevant for qualitative
objectives)

Example:

OBJECTIVE INDICATOR WITH TARGET FIGURES

Quality of municipal integrated 1.  At least 50% of South African Cat. B 
development planning improved municipalities finish IDP’s in time (31/3/2002).

2.  In at least 70% of municipalities women and
unemployed are effectively represented in the
IDP Representative Forum and their needs are
explicitly reflected in the IDP document.

3.  At least 75% of project proposals of at least
60% of municipalities fulfil the criteria of major
funding organisations and receive funds. 

4) Option C: Tabular presentation of target figures (relevant for quantitative objectives
with regular measurements)

Example:
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OB J E C T I V E IN D I C A T O R W I T H TA R G E T FI G U R E S

Urban Noro-District Rural Noro-District

2 0 0 1 2 0 0 2 2 0 0 3 2 0 0 4 2 0 0 1 2 0 0 2 2 0 0 3 2 0 0 4

Total 4 0 3 8 3 5 3 2 5 0 4 7 4 4 4 0
u n e m p l o y -
ment rate (%)

F e m a l e 5 0 4 5 4 0 3 5 5 0 4 8 4 6 4 4
u n e m p l o y -
ment rate (%)

Y o u t h 3 0 2 8 2 6 2 4 6 0 5 5 5 0 4 5
u n e m p l o y -
ment rate (%)

*Unemployment is defined in line with the criteria of the CSO and based on Labour Office 
annual averages.

Unem-
ployment
reduced
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SECTION E
FINANCIAL PLANNING TOOLS

List of Contents P a g e

E1 Considerations in defining financial resource frames and strategies 147

E2 Revenue planning 149

E3 Audit and strategy for asset management 153

INTRODUCTION

Financial planning is a crucial dimension of any development planning process.  It requires

dealing with financial information (during the analysis phase), decisions on financial strategies

(during the strategy phase), proper cost calculations and budget planning (during the projects

phase) and finally compilation of a “Financial Plan” which comprises all financial aspects of a

plan (during the integration phase).

There is a wide range of financial tools especially in the field of budget planning. These are to

be used by financial management specialists (treasurers) and are therefore not presented in

this IDP Toolbox. The three tools presented here were selected for their wider relevance for

the whole IDP planning team, which should be involved in an informed decision-making

process on financial strategy. This includes:

• Deciding on financial strategies based on an analysis of the financial resource frames 

(tool E1).

• Deciding on ways and means for increasing the revenue base of a municipality (tool E2).

• Deciding on the best possible way to make use of a municipality’s assets management

based on a proper asset audit (Tool E3).

The financial managers of a municipality will have a crucial role to play in handling these tools.

Financial planning, however, is too important to leave it to only one person. The tools may

therefore help ensure competent financial decisions in a consultative process.
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E1  CONSIDERATIONS IN DEFINING FINANCIAL
RESOURCE FRAMES AND STRATEGIES

PURPOSE:
This tool provides hints on aspects that have to be taken into account when defining financial

resource frames and designing financial strategies.  

APPLICATION:
These hints are relevant to various activities in the IDP process dealing with either financial

resources or financial strategies:

• Compilation of existing information: Define (financial) resource potentials (1/1).

• In-depth analysis of priority issues: In-depth analysis of resources (1/9).

• Defining resource frames/financial strategies (2/4).

• Preliminary budget allocations to projects (3/2).

It is advisable to involve the relevant financial sector officials in activities dealing with financial

resources, strategies and reporting. Various technical and legal issues should be considered in

financial planning. These tools are not comprehensive and do not cover all technical and legal

requirements in detail. The content of this tool is aimed at encouraging both financial and non-

financial role players in the IDP process to think strategically about financial potentials and

constraints and to create awareness and stimulate debate around key financial viability and

sustainability issues.

DESCRIPTION:
The tool comprises of a series of hints/pointers to highlight important aspects that have to be

considered when defining available resources and also when designing financial strategies.

IMPORTANT ISSUES FOR CONSIDERATION:
Income versus expenditure: The relationship between income and expenditure in the

municipal budget is a key factor that has to be kept in mind when defining resource frames.

Municipalities are not allowed to budget for a deficit. As such, the level of income to the

municipality directly influences the level of operational expenditure and the level of debt 

(and interest) that can be serviced in terms of capital loans.  

Link between capital and operational budget: The municipal budget is divided into two

sections. The operational budget is used for running costs (e.g. salaries and maintenance), the

repayment of loans and interest, purchasing of services (e.g. electricity) and other expenditure

that does not create assets for the municipality (e.g. consulting fees). The capital budget is

used for expenditure that creates assets, ranging from vehicles and computer equipment to

infrastructure and buildings. There are certain linkages between these two budget

components that have to be kept in mind during financial strategy formulation:

• Link through direct costs – interest on loans for the capital budget; operational costs of

resources (e.g. staff) to implement projects; operational costs generated by new projects

once they are completed. 

• Indirect links – greater operational income potential resulting from capital projects; shift in

operational budgets over time, e.g. higher levels of infrastructure maintenance in previously

disadvantaged areas due to many new projects in those areas.



External funding sources: Various aspects have to be considered in terms of using external

funding sources:

• Source of funding: One of the biggest challenges is establishing contact with possible

sources of funding. In addition to the institutions providing loans and grants for capital

budgets (e.g. commercial banks or development banks), organisations that can be

approached in this regard are other spheres of government, private sector stakeholders in

the municipal area, foreign donor organisations, NGOs, etc.

• Extent and type of funding: It is important to assess how much funding is available from

each of the potential contributors and whether the funding is a once-off contribution to

capital development or a more continuous contribution to operational expenditure. The

latter is of special importance, since it is often fairly easy to obtain a donation for a capital

project but much more difficult to find contributors to operational expenses generated by

the capital project.

• Conditions of funding:  No external funding is granted without specific conditions.  The

conditions may determine what the funds may be used for, how it must be managed, 

what guarantees or counter-funding the municipality must provide, when it would become

available, what the terms of repayment are if it is not a grant, etc.

• Possible measures to channel funds: Some types of funding, e.g. funding received from

foreign donors may, due to conditions from the funder’s side or restrictions placed on

municipal budgets by the National Treasury (e.g. percentage growth allowed per year), not

be incorporated in the municipal budget without using an alternative means to channel the

funds.  Solutions to this scenario can be contracts such as public private partnerships or the

establishment of a trust or Section 21 Company to handle the funds.
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E2  REVENUE PLANNING
PURPOSE:

The purpose of the tool is to enable you to identify opportunities for improving the process of

raising revenue, and to assist you to make maximum use of the revenue base that is available

to your municipality.

APPLICATION:

Such a systematic approach to analysing sources of revenue and formulating potential

revenue raising strategies and asssessing the effects of potential strategies on these

municipal revenue/income, would be useful in both defining financial resource frames and

developing financial strategies during the Strategy Phase (2/4). The first part of this tool will

also be useful when defining existing resource frames in the analysis phase (1/1).

DESCRIPTION:

This tool consists of two parts:  

• The first part consists of a table that is designed to assist you to summarise your current

situation pertaining to your existing sources of revenue.

• The second part consists of various tables designed to assist you in formulating and

assessing financial strategies for increasing municipal revenue/income.

PROCESS:

PART 1: ASSESSMENT OF EXISTING SOURCES OF REVENUE

Step One: Identify and list the potential sources of income and summarise them as

horizontal headings in the table below. (The headings in the table provided are

examples of typical sources of revenue/income of a municipality, but you are

encouraged to revise/customise these to suit the circumstances in your

municipality).

Step T w o : Examine the nature of the existing revenue base and assess the existing sources of

i n c o m e / revenue by systematically completing the table by responding to each of the

p rompts in the first column.
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PART 2: FORMULATE AND ASSESS STRATEGIES TO INCREASE REVENUE

PROCESS:
Step Thr e e : Based on the assessment in Part 1, identify possible strategies for increasing

revenue. Strategies should take into consideration the potential for extending

the base and potential for improving the rate of collection in Part 1. List these

strategies in the first column of the table below.

HINTS:

• Revenue Improvement Strategies should represent the potential interventions that may
contribute to ensuring and improving the financial health of your municipality.

• It is critical to formulate revenue improvement strategies prior to the formulation of general
development strategies in order to create a clear picture of resource potentials and
constraints that should guide/frame the formulation of general development strategies.

• The formulation and assessment of revenue improvement strategies will contribute to the
formulation of development strategies that are realistic and financially viable and 
achieveable.

• It is recommended that all potential areas for revenue improvement is identified and

considered. Such intervention may include: Improving collection procedures, expanding the

rate base, identifying new sources of revenue, providing services in a more cost-efficient

way through considering service partnership and innovative forms of service delivery, and

privatising or selling municipal assets to mention only a few.

Step Four: Complete the remainder of the table in order to summarise the anticipated

effects of the proposed strategies. The headings will assist you in considering

the different factors that have to be taken into account when formulating

revenue improvement strategies. The various amounts required need not be

accurate, but should rather facilitate comparison between the current and future

situation. Where figures are not available make qualitative statements for

comparative purposes.
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E3  AUDIT AND STRATEGY FOR ASSET
MANAGEMENT
PURPOSE:

The purpose of this tool is to help you to take stock of the existing assets of the municipality,

to assess their effectiveness in their current use, to estimate their cost and returns, and to

evaluate the governance structure in operation to generate possible strategies for improved

asset use or management.

APPLICATION:

This tool can be useful in generating a strategy for more efficient asset management as part of

your financial strategies during the Strategy Phase (2/4).

DESCRIPTION:

This tool comprises of two parts:  

• Part 1 is a table to summarise your existing assets and their use.

• Part 2 is a table to assist you with the assessment of the current situation in order to

generate asset management strategies.

PROCESS:

PART 1: SUMMARY OF EXISTING ASSETS AND USE OF ASSETS

Step One: Compile a summarised asset re g i s t er of your municiality’s main/strategic assets. It is

i m p o rtant to concentrate on main assets and summarised groups of assets of

strategic importance (e.g. do not list every individual desk or chair, rather land and

buildings in municipal ownership, workshops, vehicle fleet, etc). List the various

assets in the first column of the table below.

N O T E : Remember that assets may be of a financial, physical or enterprise nature. A

financial asset may take the form of an investment. A physical asset may

include amongst others; municipal owned land, buildings, vehicles, equipment

and machinery. Enterprise assets may include items such as a water care

c o m p a n y, a transport authority etc.

Step T w o : In the re g i s t e r, also rate the asset based on available information in terms of the use,

condition, cost/revenue related to the asset. Use qualitative ratings such as

a p p ro p r i a t e / i n a p p ropriate or good/average/poor (compare Assets Register Chart ).

N O T E : W h e re possible, add qualitative of quantitative information that will assist in

assessing the desirability of each asset.

PART 2: CREATING ASSET MANAGEMENT STRATEGIES

Step Thr e e : Assess the effectiveness of your main, strategic assets in more detail by

considering certain alternatives to the current situation. The criteria listed in the

table below will help you get an overview of the current effectiveness of use, as

well as possible alternatives ( c o m p a re Effective Assessment Chart, p 158).
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