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Conflict Pool Project Form Guidance v.2
What the form is for?
The Conflict Pool Project Form is designed to make the business case for a Conflict Pool funded activity. It is not designed as the sole document for a project but it is the essential project level documentation of approval and record. This guidance should be read in conjunction with the overall Conflict Pool Guidance. You should also use this form for potential projects under the Early Action Facility but please contact the CP Secretariat and read the separate guidance on the EAF first.  
What should the form provide?
The completed form should logically and succinctly explain how the project fits within the relevant Conflict Pool Programme’s overarching objectives, linking directly upwards to one of the Programme’s Results Offers. The form should explain to potential approvers: 
Why the project is being undertaken 
What it will achieve 
How it will be managed and achieve Value for Money 
How it will be monitored and evaluated 
Conflict Pool projects vary widely. We would not expect this form to be the sole piece of project documentation. In many cases the implementer will have prepared an initial proposal or project concept note that contains useful information. More complex projects might also have separate background. For FCO-led projects, in addition to the project form implementers will need to, at a minimum, complete quarterly reporting and a project completion report.  
Flexibility

The form is designed to be flexible. All sections should be completed proportionately, reflecting the nature of the project. Small, straight forward projects in particular should not produce long forms. Large, multiyear projects are likely to require more content than small projects – apart from cost and length other factors influencing the amount of content include the complexity of intervention, the urgency of the intervention, the level of risk associated with the project, the nature of the implementing partner etc. The key criterion is what level of information is needed for an informed decision to be made. Not all sections will be relevant to all projects – these are marked with an *.
Who should complete the form?
If your project is being implemented through an external partner (usually an NGO) they will be able to complete parts of the form. Implementers should be able to provide a Theory of Change, and complete the Appraisal Case, which sets out the project details from outcomes to activities. The implementers will also usually draw up the project’s activities-based budget, which needs to be submitted along with the form.  
The HMG Project Officer will need to play an active role however, in particular to ensure quality control, demonstrate clear linkage to higher UK objectives, ensure objective assessment of the implementer and the risks and check that the proposed budget is appropriate and represents Value for Money in the local environment. The Project Officer is therefore confirming that the proposal meets the minimum standards and is fit to be considered for Conflict Pool funding. Where the implementing partner has less capacity we would expect the Project Officer to provide guidance and assistance in completing the form. If the project is approved for funding the Project Officer then has the responsibility for ensuring that the milestones set out in the Project Form are met and that the necessary reporting is completed and financial accountability is met. 
Can the form cover more than one project?

The form is designed for single projects. But, if practical, it can be used by a Project Officer to group a number of closely related individual projects contributing to a single outcome.  The alignment must be close e.g. a range of military training courses; a number of community level interventions to promote dialogue and understanding; a number of mutually reinforcing interventions to build capacity in an international organisation. The key criteria is that an informed decision can be made on each intervention based on a strong theory of change and clear outcomes and outputs, that results of individual projects can be measured,  that full accountability is clear, and that the form provides the link between the project and the programme’s higher level objectives. It is for Conflict Pool Programme Teams to decide whether and what type of internal programme documentation they need between the project and programme level. However, we would not expect a single form to be used to cover all activity under a Results Offer.  
The guidance notes follow the text of the project form in the order it appears. 
Summary
Project title: should be as descriptive as possible within about 10-15 words.

Country/Countries: the country or countries that the project is working in/targeting.
BSOS objective(s): the project should directly contribute to one of the three BSOS pillars; Early Warning, Rapid Response or Upstream Conflict Prevention. Please state here the best fit. If it is contributing to Upstream Prevention (where most Conflict Pool work will take place), then state which area within that pillar.  In the choices we have separated out institutional capacity building at the local and international level. Some projects will contribute to more than one BSOS objective, so more than one box can be ticked. 
The Building Stability Overseas Strategy can be found at: 
http://www.dfid.gov.uk/Documents/publications1/Building-stability-overseas-strategy.pdf
Total Cost to CP: the total cost to the Conflict Pool, including cost of monitoring and evaluation.
Duration: anticipated length of the project. State here if the project is multi-year.
Implementing partner(s): the organisation/s being funded to carry out the project.
HMG Project Officer: the HMG person responsible for initially quality controlling the bid and if agreed, managing the project. The Project Officer will have the most exposure and involvement in delivery of the project. 

Lead department: is this an FCO, DFID or MOD initiated project? Project implementation will need to follow the lead department’s financial management and procurement requirements.
Date submitted: date the project form was completed and sent for approval
Approved by: confirmation that the Programme Board (or relevant approval body) has approved the project. Give the name of the chair (or acting chair for the decision-making meeting). The Programmes are structures in different ways, but final approval must be given in line with departmental delegated authorities.
* Seen and agreed by: projects will usually have been seen and agreed in principle and/or had input from tri-departmental colleagues at Post and/or in London. This is an opportunity to show to those making a final decision who has already been consulted.  

Part One: Strategic Case
The Strategic Case is the ‘why’. It sets out the rationale and logic behind for the proposal and how it fits with the wider programme-level strategy. Every project must fit clearly within one of the Programme’s Results Offers. The wider context for the intervention and background to the conflict should not therefore need to be set out in detail – unless there are changed circumstances or other reasons why more significant background is needed to inform the decision-making process. Instead, the strategic case should focus on the specific problem to be addressed and the outcome to be achieved, including why we think the proposed implementing partner has comparative advantage in this area.

1.1 Programme: the regional or thematic Conflict Pool Programme this project is part of (e.g. Wider Europe, Strategic Alliances and Partnerships, Africa).
1.2 Results Offer: the Results Offer within the Programme (e.g. the Balkans, African Union, Afghanistan Governance and Rule of Law)
1.3 Result/Impact: to link each project to the Results Offers, quote directly from it to specify which result within the Results Offer the project is contributing to. The result is not to be solely achieved by the project but is a higher-level change (e.g. ‘increased civil society capacity to resolve disputes at the local level and hold governments to account for their policies’).

1.4 Project outcome: there should be only one outcome. This should indicate the anticipated change resulting from the project. The outcome must be specific and measurable. Avoid outcomes that are too high-level to demonstrate progress towards them.  For example, instead of ‘improved human rights in Uzbekistan’, which is an Impact-level change, ‘fewer human rights violations at the targeted border crossings between Uzbekistan and Kyrgyzstan in the Ferghana Valley’. 
1.5 Theory of Change: this section should set out briefly in clear language the logic of the Programme, explaining  how project activities produce outputs which in turn lead to the outcome, and finally how this change will contribute to the desired higher level impact (as set out in the Results Offer). 

It may be helpful to display each link in the results chain as an ‘if – then’ statement. For example, ‘if we train community leaders in mediation then community-based negotiations are more likely to be seen as fair. If negotiations are seen as fair, then it is more likely that agreements will be sustained’. The Theory of Change should clearly state the intended activity – the ‘if’ – and the anticipated change – the ‘then’.  
This section in particular should be proportional. While it is helpful to have a Theory of Change even for smaller or straightforward projects, to capture the project’s essential logic, for a small simple project this may only be one or two sentences. Larger, more complex projects may require more depth but should not exceed one or two short paragraphs. 
Useful background on theories of change can be found at:  

http://www.oecd.org/secure/pdfDocument/0,2834,en_21571361_34047972_39774574_1_1_1_1,00.pdf
(see Annex 6 for useful examples of theories of change)

http://www.international-alert.org/sites/default/files/publications/120123CAREDefiningTheoriesChange_FINAL.pdf
1.6 Implementing partner(s): provide brief background on the project implementers. Why are they suited to implementing the project? Do they have specific experience or expertise in the field?  Have the implementers worked with HMG before? If so, what was their record? Have they worked with other donors? Do they have the resource capacity to implement the project? If relevant what is their local reputation with Government, civil society groups? Maximum 200 words.

1.7 * Background: the detail here will depend on the extent to which the Programme Board is aware of the context surrounding the intervention. Any key points you think should be captured but are not set out elsewhere in the form should be included here. It could include issues around co-ordination with other activities and donors; future potential issues for a multi-year project; lessons learned previously - any key points you think should be captured but are not set out elsewhere in the form should be included here. The detail here will also depend on the scale and complexity of the project. Maximum 400 words.
Part Two: Appraisal Case
The appraisal case sets out how the project is going to achieve the project purpose, and gives an assessment of the likelihood that it will be achieved. It is central to a judgement of whether the project should be approved. Without a strong appraisal case the project is unlikely to be approved, however developed other aspects might be.  
This section of the form can, if appropriate, be largely filled out by the project’s implementers.  
2.1 Outcome: repeated from the Summary.
2.2 Outcome indicators: how you will measure that the outcome has been achieved. This requires a clear Baseline to show what the current situation is, the Target you are aiming for, the Source of Information, who is responsible for collecting it (HMG, implementer or other?) 

Example: Project outcome and outcome indicators

Project outcome: to reduce the number of human rights violations at the border crossings between Uzbekistan and Kyrgyzstan in the Ferghana Valley
	Indicator 
	Baseline
	Target 

(including date)
	Source of information & who will collect

	Complaints about corruption made through existing official channels   
	No complaints made, due to lack of awareness of official channels in the local community and fear of repercussions
	At least two per month
	Local authorities, collected by implementing partners

	Opinion of behaviour of border guards improved among target community
	75% of respondents believe the Kyrgyz border guards to be ‘very prejudiced’
	Reduction in total by 25% by end of project
	Surveys carried out by implementers in villages on either side of the border before project 
commences


2.3 Outputs: these are the key deliverables of the project, on which the implementer should be judged. The number of outputs should be proportionate to the size of the project. Please copy and paste extra ‘Activity’ and ‘Indicator’ tables for additional outputs if needed or delete unused tables.
Activities: the specific interventions that are going to bring about the outputs – for example, training events which aim to build capacity of the target organisation.

Indicators: the things that you will measure to determine whether your outputs have been achieved – see guidance for Outcome Indicators in the Strategic Case above. Your indicators will be used in quarterly reviews and evaluations to assess programmes, so it is important that they are realistic and measurable, and that either the project lead or the implementer will be in a position to gather the information, both at the outset and at regular intervals.    

Indicator: should be quantifiable where appropriate, although this will not always be possible. Carefully chosen qualitative indicators are valid. Indicators should not include the objective in the description. 
Example: ‘number of Afghan National Police (ANP) completing literacy training’ rather than ‘increase in number of Afghan National Police completing training’.  

Baseline: should give the situation before the intervention. 
Example: what percentage of ANP have not had any literacy training. 

Target: measurable increase or change against the indicator. Example: two hundred ANP officers will be trained by the end of the project 
Source of information and who will collect: who will gather the data and from where? 
Example: implementers using information from training documentation and government records. 
2.4 Risks: Project work to address conflict and instability is inherently risky, both in terms of the environments we operate in and the sort of interventions we carry out. So it is important we are serious about assessing, acknowledging and managing risk. We should however not be risk averse – a risky intervention which produces a major change can be one of the most successful Conflict Pool projects. So if the risks attached to a project are high-impact and high-likelihood, this is not necessarily a reason not to approve the project. 
Risks can be defined as the possible negative effect of any areas of uncertainty in the operating context. You should primarily focus on risks to the project outcome from issues beyond your control; rather than risks to the delivery of the outputs that can be mitigated through project design. So, for example, ‘failure to identify suitable facilitators to deliver training’; you are making an assumption that such facilitators exist, and can design the project so as to identify them. But ‘media supported by project is taken over by political factions and used to spread propaganda’ is a risk; it is outside our control.     

Risks should also include potential political and reputational risks to HMG. If, in the case of security sector reform projects, if there are concerns about partners’ human rights record, this should be set out in this section as well as in the human rights assessment section of the form at 5.3. Following the OSJA guidance can be recorded as a mitigating action. 
The judgement of the likelihood and impact of a risk is inevitably subjective. So it is important that it is scrutinised and there is agreement that it is realistic. Those approving projects should pay close attention to the risk section and satisfy themselves that it covers all angles. For especially high reputational, human rights-related or financial risks they should consider whether a final decision should be referred to more senior officials or to Ministers.  
Risk: identify and describe the most significant risks. Specify what is it a risk to; delivery, for example, or outcome? Or is the risk political – perhaps, for example, that the project, if misunderstood, could damage relationships with the host government
Likelihood: is the likelihood of the risk taking place high, medium or low? 

Impact: if the risk occurs, what will be the impact on the project’s ability to achieve its outcome? 

Mitigation: explain what actions are incorporated into the design of the project to lessen the impact of the identified risks. These need to be thought-through: will close monitoring of the operating context or raising an issue with the implementer be sufficient? As part of mitigating risks, do we need to specify decision points or thresholds at which the feasibility of the project needs to be reconsidered? 
Owner: who is best placed to judge the level of risk, and to take the appropriate mitigating actions? Implementers, project officers or other HMG staff? 
* Justification for high risk projects: If the project is high risk (reflecting the previous section) please explain the reasons why it should still be carried out, including the key outcomes which could not be achieved in other ways.
2.5 * Sustainability: (maximum 150 words) how will the project ensure that the benefits will be sustained after the project has come to a close? Not all projects will need to demonstrate direct sustainability but many will. This is especially important for projects aiming to build institutional capacity, or if the work of the project is going to move to a different funding source.

Part Three: Commercial Case
The Commercial Case is concerned with commercial regulations and which of these the project needs to legally comply with. Specifically, if the project is going to involve a procurement process or accountable grant agreement the details of this need to be set out here. Any single source justification, tender documents or contracts should be referenced and available.  
This section of the form should be filled in by the Project Officer.

3.1: Conflict Pool projects need to comply with the regulations of their lead department. Which department’s regulations will be used for this project?
3.2 Contracts: if the project is being delivered via an implementing partner, what is the arrangement by which we are working with them – through a commercial contract or an accountable grant? Ensure that you consult relevant departmental guidance. 
FCO Procurement guidance can be found here:

http://www.fconet.fco.gov.uk/Doing+my+Job/Procure/Cycle/default.htm
http://www.fconet.fco.gov.uk/Doing+my+Job/Good+Practice/ProgrammeMngtToolkit/Guidance/Policy/Procurement_PPM.doc
3.3 Procurement: will the project involve a procurement process? If a procurement process is anticipated, extra time will need to be factored into the planning for the project. 
3.4 EU Regulation: Conflict Pool projects need to comply with the regulations of their lead department. All departments need to meet the EU procurement guidelines for goods or services valued over Euros €125,000). Will these regulations apply in this case? 
3.5 Templates: has the relevant template being used been shared with implementers? (Y/N). Negotiations with implementers on the wording of accountable grant agreements often slow down Conflict Pool-funded projects delivered through the FCO. We therefore recommend you share the template with them as early as possible to minimise delay. 
Part Four: Financial Case
The Financial Case covers issues of value for money, sources of funding, how payments are linked to activities and the timetable for payments – especially important for multi-year projects. The activities-based budget should be submitted with the Project Proposal; a project bid without a budget should not be approved. You/your implementers can be flexible about what format to present the budget, but it must breakdown the cost of the project by activity, and specify what months these activities are taking place. 
4.1 Total cost: the total cost of the project to the Conflict Pool, including any spending on Monitoring and Evaluation commissioned as part of the project. 
4.2 * Multi-Year Funding: if the project is multi-year set out how costs are to be split across different FYs, and the total cost to the Conflict Pool. 
4.3 * Other partner funding: are other organisations also funding the project? If so set out how much broken down by FY. Expand the table as necessary. 
4.4 ODA/non-ODA: An increasing proportion of Conflict Pool spending needs to be focused on ODA activity, to contribute towards HMG’s commitment to spend .7% of GDP on overseas aid. 

For more information on ODA/non-ODA see: 
http://www.dfid.gov.uk/About-us/How-we-measure-progress/Aid-Statistics/Official-Development-Assistance/

For help on how to define whether the project is ODA or non-ODA, see the Conflict Pool Guidance, or discuss with your Programme Manager or the CP Secretariat. 

Give the ODA/non-ODA both as a figure and percentage of the total budget. Most projects will be 100% ODA or non-ODA but some may combine both elements. 
Part Five: Management Case
The Management Case sets out how the project should be monitored and managed during its lifespan, and how its successes and limitations will be evaluated. 

5.1 Monitoring: set out here how you are going to monitor the project. If your project will be subject to quarterly reports (FCO projects) or annual reviews (multi-year projects) include that here. This section should link to and provide more detail and background to the information on the indicators in the Appraisal Case. 

Example: Monitoring 
	Method
	Intervals
	Carried out by 
	Follow up activity 

	Meetings to discuss progress
	Monthly
	Implementers and project officer
	Implementers to circulate minutes and action points to all stakeholders

	Surveys of participants after each workshop
	Quarterly
	Course providers and implementers
	Feedback to be discussed with project officer and where appropriate incorporated into design of workshops


5.2 Evaluation Plan: evaluation is central to good project management. It can inform future policy and interventions and improve our performance and project design. We need to know how successful a project has been, whether it has achieved VFM and what conclusions and lessons learnt we can take from it. Evaluation needs to be proportionate and project specific. Large, multiyear projects should generally be subject to external evaluation. Pilot projects for future HMG interventions should also be externally evaluated. Smaller projects may not need or justify an external evaluation. Evaluations need to be rigorous and objective and their findings - both positive and negative - acted on. Lessons about what doesn’t work are valuable as they ensure that the same mistakes are not made in subsequent projects. 
Set out here in a brief narrative whether and how you are going to formally evaluate the project. Who will carry out any evaluation? How much will it cost (these should be included in the activities budget)? At a minimum, project completion reports should be submitted (for FCO projects). 

5.3 * Human Rights Assessment: Security and Justice projects must comply with the Overseas Security and Justice Assistance (OSJA) Human Rights Guidance. This ensures that they do not undermine human rights in the host nation, and involve carrying out a light-touch human rights risk assessment. This then specifies the level of approval the project needs to comply with OSJA regulations. For further guidance please refer to:
http://www.fconet.fco.gov.uk/About+the+FCO/Depts/HRDGG/HRDDOSJAGuidance.htm
If you are not able to access this, please contact your Programme Manager or the Conflict Pool Secretariat. 
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