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PCM Workshop
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Project Cycle

PCMis...

PCM method is a tool for managing the
entire cycle of a development project-
from formulation and implementation to
evaluation-by means of a project format
termed the Project Design Matrix(PDM).

. PDM shows the logical inter-relationships among
PD M IS... the components of a project, such as the
Objectives, activities and inputs as well as the
important assumptions related to the project.

Narrative summary | Objectively Verifiable Means of Verification | Important Assumptions

Indicators N

Overall Goal —~\yhy shouid this project |
Th g ! P ’i hat external factors
en e K will be important to

) Qnaming the objective?
ject Purpose |
If hat is the objective of How can the achieyement
Then the project? of be >
Outp {How can the objective
be attained?
If Then =" (s )

Activities Inputs to be satisfied before

If sapandRside  Ecuadorian side projeft "“”'e’“e”‘aﬁﬂﬁ

- Preconditions
How can the outputs be| What must be input to
attained? implement the project?

What is PCM Workshop?

g oderator

O £

. col
| mplementats
Agency

Main Steps of Participatory Planning

age of Analysis
Stakeholders Problem Objectives
analysis analysis analysis
v

Project Selection

Planning Stages

—

Project Desig;TMatrix Plan of Operation

How to do PCM analysis

Stage of Analysis
Stakeholders Problem Objectives
analysis analysis analysis
v

Project Selection




Stakeholders Analysis

Group Categorization

Problem Analysis

‘ What is the problem
of target group?

Beneficiaries Potential Implementing‘ Decision H Funding
Opponents Agencies Makers Agencies
CC —EZ
I ‘
Cause | Direct Causes
I
Target Group : ! I
1 C e
s Ob'ectives Analysis
Traffic Sign Cards J y
Desirable situation
Lack of inf i ) when problems solved
ack of information requires
INFO investigati
further investigation. : Direct Ends
) Discussion of this matter
: is required at a later stage. Mean q Core Objective
I
Disagreement, conflict, or
il i} M
§ controversy exist. \ﬂ‘ | Direct Means
I
No further discussion or ‘ ‘
STOP analysis is needed. I

Identification and Extraction of the Approaches

Approach 3

Approach 1

Approach 2

Main Steps of Participatory Planning

Stage of Analysis

Stakeholders Problem N Objectives
analysis analysis analysis
v
v




Writing Problem Cards

1. Indicate existing facts only.
Theoretical or potential ones should be written
in another color of cards.

2. Write problems in negative sentence.

3. Write only one problem per card.

4. Describe the problem in a sentence.

Writing Problem Cards (Cont'd)

5. Try to avoid expressions such as ‘No (solution or resource)
is available.’ Instead, describe the conditions resulting from
the lack or absence of particular resources.

People cannot
receive appropriate
medical treatment.

AVOID PREFER
6. Do not include both the cause and effect of a problem
on one card.

There is
no hospital.

Vehicles are
Technical skills are in poor repair.
inadequate and

vehicles are
in poor repair. Technical skills
AVOID are inadequate.
PREFER

uchas Gracias!
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Participatory
Workshop

July 20, 2001

Galapagos, Ecuador

Purpose of the Workshop

1. To clarify the needs

2. To clarify the relationship of problems
3. To promote communication

=. Moderator

Local
commuygity

Implementation

Agency . NGO

Main steps of the Workshop

1. Stakeholders|
; isi i 2

analysis Who is involved in the problems?

o

2 Problem What causes the problems?

analysis

o

3. Objectives How improve the existing situation

analysis to attain ‘desirable future conditions?

|:(>‘ Project Selection

1. Stakeholders Analysis

(1) Group Categorization

prtca] | G e | | e
e

Target Group
(2) Detailed Group Analysis

I

2. Problem Analysis

What is the problem
of target group?

Effect ‘:g : Direct Effect
Cause mﬁ: Core Problem

== |

| Direct Causes

3. Objectives Analysis

‘ ‘ Desirable situation
when problems solved

mb1ea

AN
Approach 1 ‘ ‘ ‘ ‘ ‘ ‘ j Approach 3

Diject Means

Mean ‘:::l Core Objective

[ IV

Approach 2 ‘ ‘ ‘/ ‘
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Taller de
Planificacion

Participativa
Julio 20, 2001

Galapagos, Ecuador

Objetivos del taller

1. Para clarificar los necesidades

2. Para identificar las relaciones de los problemas
3. Para promote communication

=. Moderador

Comunidad
local

Agenciade .

impl ement' . ONG

PASOS PRINCIPALES DEL TALLER

1 An_allss_gie ¢Quéin esta incluido en los problemas?
particiopacion
2. Andlisis de ¢ Cudles son las causas de los

problemas mismos?

I ;,Como mejorar la situacioén actual

3. Andlisisde | ¢ Jorar 'a St

obietivos para lograr las ‘condiciones futuras

| deseadas’?

‘ Seleccion del proyecto ‘

1. ANALISIS DE PARTICIPATION
(1) CATEGORIZATION DEL GRUPO

pertors] s e [ Corene
S

Grupo objectivo
(2) ANALISIS DETALLADO DE GRUPO

I

2. ANALISIS DE PROBLEMAS

‘ ‘ ¢Cudles son las

causas de los mismos?
‘:g : Efectos directos

Causas Efectos Problema nucleo

Causas “ | “
I

¢ausas directas

3. ANALISIS DE OBJETIVOS

¢Cémo mejorar la situacion
actual para lograr las

‘condiciones futuras deseadas’?

Medio directo

‘ j Enfoque 3
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#ELs: 77 ) F— 5 —8HEE (Dr. Nesrtor Vega)

Quito, 24 of July, 2001

Mr. Takahisa Kusano
Planning Director
Environment Department
JICA

Japanese Mission

Dear Mr. Kusano.

Please find enclosed the report regarding the PCM Workshop held in Quito the 20 and
the 23 to help define “What are the problems in the Galapagos Islands and How JICA
can assist to solve the problems”.

The report consists basically three parts: The stake holder analysis, problem analysis
and objective analysis, which are presented in a transcription of the tables that were, as
the methodology requires, obtained from the group. The methadology used was PCM
method, as required by your mission and in agreement with the mission specialist Ms
Makiko Okumura.

As a brief summary, let me inform you that 24 participants signed-in in the first workshop
and 30 for the second (see participants list). The first workshop focused on the
stakeholder analysis and problem analysis whereas the second in the objective analysis
and a definition of possible projects.

It has been a pleasure for Medios to work with you and we hope that we will have the
opportunity to continue in this efforts.

Sincerely,
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Report

Stakeholders Analysis

This analysis consisted of two parts. First the all of the stake holders were identified and
latter classified (See Table 1). It is very interesting to note that not many groups of
people were identified as opponents.

However, in the decision to identify the target group the Galapagos Community which

was originally identified, changed to become the Galapagos Community and the Islands
Biodiversity. That is to say that it was clear to the participants of the workshop that the
population must be viewed as a part of a protected ecosystem.

Table 1

STAKEHOLDER ANALYSIS

ILLEGAL
TOURISTS EDUCATORS |forofl | ISTOREKEEPERS  [INGALA COUNCIL
HEALTH INTRODUCED
STUDENTS SECTOR SPECIES INECI
CHARLES
SS'EAAJSS% DARWIN ODEPLAN
Foundation
FOREIGNERS INGALA MUNICIPALITIES
GENERAL PROVINCIAL
POPULATION SCIENTISTS COUNCIL
TOURIST
ENDEMIC SPECIES |{O0Re] NAVY
LAND ECOSYSTEM ICLIRSEN HEALTH MINISTER
JAPANESE
FARMING SECTOR  [Z3ANES!
ARTISANS NGOS
PROVINGIAL
SEAECOSYSTEM  [FROVINCIAL
GUIDES
ARMY CORPS

As a second part of the Stakeholder Analysis two individual groups were reviewed an

their characteristics. (See Table 2)
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Table 2

PARTICIPANT ANALYSIS
OMMUNITY BIODIVERSITY I
COMMUNITY
HETEROGENECUS DEVELOPMENT PLANS SPIRIT INSTITUTIONAL
BETTER
PLURICULTURAL INFRASTRUCTURE PROTECTIONIST [SOLUTIONS
MIGRANTS BASIC SERVICES COMMITTED SOCIAL AUDITS
PROVINCIAL PLAN
YOUNG FOOD PARTICIPATION DESIGNS
COMMITTED QUALIFIED WORKERS
DISORDERLY GROWTH |EDUCATION
TRAINING
URBAN AND RURAL
ZONIFICATION
INTEGRATION
RESOURCES
LOGISTICS, GASOLINE,
STAPLES
FISHERMEN
ENVIRONMENT
PERSONAL INTERESTS  [TRAINING INCOME MONITORS
FISHING
NATIONAL CONCIENTIZATION RESOURCES KNOWLEDGE
PROTECTION OF
ARTISANS BETTER FISHING BOATS |[BIODIVERSITY [MARINE
RESQURCES
ABIDING TO THE FISHING INTERNAL
LAWS CONTROLS LEADERSHIP CONTROL
KNOWLEDGE
ORGANIZATION WORK PLACES TRANSFER
SUSTAINABLE
TECHNICAL ASSISTANCE DEVELOPMENT GUARDIANS
COMMUNITY
MANAGEMENT
PARTNERS

Problem Analysis

The next part of the process was to conform through the visualization of the participants
ideas a problem tree. To this effect the mission requested to use a predefined central
problem. The problem tree had two versions. The first one that came from the first
workshop (see table 3) and
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the second that was more an amaigamation of the first problem tree with the one obtained
in the workshop of the Galapagos islands. .

As a methodological issue it must be stated that many times the problems were not
necessarily written as such, it is therefore necessary to have an open point of view to
understand the problems, This specially happened in the Problems that were obtained
from the group in the Galapagos islands.

Objectives Analysis
The first part of the second Workshop was aimed at identifying the problem tree again.

Four problems were identified as being the major ones in the sustainability of the
Galapagos Natural Ecosystem (table 4)

Table 4

PROLIFERATION
OF EXOTIC  [CONTAMINATION|DEPREDATION OF RESOURCES! POPULATION GROWTH
SPECIES

There were many problems that were considered to be the basis for many if not all of
these problems which can be seen in Table 5:

Table 5
Lack of Not abiding to {Lack of Lack of
Planning the legal Communication | Education
framework
Lack of good |Weak Lack of
logistic Institutions planning
management inputs:
cartography

Now the four main problems were transformed into abjectives of the central objective
whnqh was he Galapagos Islands free of environmental threats. The methodology
requires that the objectives be written as being accomplished and so they are:

Controlled Population Growth

Control of Introduced species

Effective Management of Natural Resources
Control of contamination

- 139 -



The group latter defined an objective free for each one of this objectives. An to this three
the group wrote JICA were Japanese cooperation seem to be more useful.

Controlled Population Growth (JICA)
Implementation and or creation of urban development plans
Identification of urban and rural zonification
Family Planning

Control of Introduced Species
Control system working (JICA)
Eradication of introduced species
Self food sustainability (JICA)

Effective management of Natural Resources
Management plans applied
Control, Zoning
Technical inventory of marine and land resources.
Comprehensive land and sea vision

Contamination Levels controlled. (JICA)
Adequate Sanitation system
Waste management system
Alternative energy systems
Safe gasoline transportation system
IT systems

Finaly the group worked on a system to define the priorities of the possible projects. To
this end however more than identifying just the places were the Japanese cooperation was
thought to be important, the group decided to use the four main objectives. Different
criteria was used to evaluate the objectives, these were: Country Experience, Project Cost,
Project Time frame, Project complementation, Project Sustainability, Population need
and Technical capabilities. The way to assign a value was in group from 1 to 4. 1 being
almost non-existent or the least possible situation, were as 4 is the highest or the most
favorable situation. Country experience was rated the highest when there was important
country experience. Project Cost was rated inversely to the cost, that is lowest cost was
rated the highest. Project Time frame was like wise rated inversely, that is to say if the
project was thought to require a long time it was given the iowest values. Project
complementation was rated directly, the more projects complemented the highest the
value was given, project sustainability was also rated in a direct relation, the greater the
project was considered sustainable the higher the score. The population Need was rated
directly, the greater the need of the populating the higher the score. Finaily the Technical
aspects was rated inversely, because this is a technical cooperation that is looked for,
therefore the higher the technical problem the higher the score.

The group also saw that it was important to try to weight these scores. Soa ranking from
1- to 9 (9 being the most important criteria was used).
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The results fo thsi procedure can be seen tin the folowing table:

Criteria

oeces Project Sustaina- | Population | Technical o

Experien-ce|  Cost Time ggg:i'g; bility need |capabilities
Population Growth 2 [o18| 4 [oe4| 4 Jos7| 1 [0.125 0.43| 3 |0.54] 2 ]0.32]|2.80
eC::gc?legf Introduced | 5 1o27| 1 {o016] 1 [014| 3 |0.38 029 2 {036| 3 |0.48|2.07
Managemanat of 2 |o48| 1 {o16]| 2 |028] 3 |038] 2 [020| 3 [054] 3 {0.48(2.30
ot 1 |o0e| 2 {o032] 3 |043| 2 |o25] 2 {o20| 4 |071] 4 |0ea|273
Basic Utilities provision| 1 1009| 1 (016 3 |043| 2 (025 4 |057! 4 {0711 4 064285
Waights 5 9 8 7 8 10 9 | 56
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