
Before class starts:
1) Log into Zoom:
Option 1: Access the call via browser: https://bit.ly/3IcdXEc
Option 2: Open zoom.ut.ee OR the “Zoom” app on your computer: 

Meeting ID: 992 5621 0355
Passcode: 730948 

2) Open this Miro board via browser:
https://bit.ly/3ifyc9n

+ Sit to the front of the class please :-D
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Today’s agenda:

• Introduction to Health systems 
• Complex adaptive systems (CAS)
• Health System Building Blocks
• Systems thinking

• Developing a health project 
• Project management cycle
• Analysis phase (Problem tree<-> 

Objective tree)
• Targets and Indicators
• Budgeting 
• Final project guidelines
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Complex adaptive systems (CAS)

Complex adaptive systems thinking is an approach that ...
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The characteristics of complex adaptive systems
include: 

- a large number of elements which interact dynamically
- any element in the system is affected by and affects several other 

systems
- non-linear interactions, so small changes can have large effects
- openness, so it may be difficult to define system boundaries
- a constant flow of energy to maintain the organisation of the 

system
- a history whereby the past helps to shape present behaviour
- elements in the system are not aware of the behaviour of the 

system as a whole and respond only to what is available or 
known locally

Health Foundation, 2010
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Complex adaptive systems (CAS)

Complex adaptive systems thinking is an approach that challenges 
simple cause and effect assumptions, and instead sees healthcare 
and other systems as a dynamic process. One where the 
interactions and relationships of different components 
simultaneously affect and are shaped by the system.

(Health Foundation, 2010)
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Is health a complex adaptive 
system? HOW?

7
Figure 2. Simplified scheme of a complex adaptive system (Health Foundation, 2010)



COMMON SYSTEMS CHARACTERISTICS (WHO)

Most systems, including health 
systems, are:
● Self-organizing
● Constantly changing
● Tightly linked
● Governed by feedback

8Figure 3. Network (MaxPixel)

● Non-linear
● History dependent
● Counter-intuitive
● Resistant to change



What is a health system?
The World Health Organization 
(2007) defines health systems as 
follows:

A health system consists of all 
organizations, people and actions 
whose primary intent is to 
promote, restore or maintain 
health. This includes efforts to 
influence determinants of health 
as well as more direct 
health-improving activities. 
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Figure. Health System Building Blocks (De Savigny, et al.,,2009)



What is a health system?

10
Figure. Health Systems Framework (WHO, 2010)



Systems thinking in health
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Figure 4. Health systems thinking (De Savigny, et al., 2009)



Developing a health project

12
Figure 5. Project management cycle (Grantham, et al., 2010)

Analysis phase

• Situation analysis
• Identification of problems
• Stakeholder analysis
• Problem analysis (Problem tree)
• Objective analysis (Objective tree)
• Alternative analysis

Planning phase

• Developing a project planning matrix 
(Logframe, alternative)

• Activity scheduling
• Resource scheduling



How to narrow a project topic?
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SUBJECT
PLANETARY HEALTH

THEME
FOOD INSECURITY

CONTEXT
DROUGHT IN MADAGASCAR

TOPIC
DISTRIBUTING FOOD AID TO 

SCHOOL CHILDREN IN RURAL 
MADAGASCAR



Situation analysis
Key questions to ask:
● What are the health and health services problems?
● How many cases do we have, how big is the problem?
● When does the problem occur?
● Where do the cases or problems occur?
● Who is affected?
● Why does the problem occur?
● What kind of measures did we take already?
● What were the results?
● What or what else can be done?
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Priority setting
● Why prioritize?

○ There are always limited resources available that need to be distributed 
according to a systematic prioritization

● When to prioritize?
○ The priority-setting exercise generally follows a situation analysis and 

precedes decisions on resource allocation and planning.
● Who should prioritize?

○ Relevant stakeholders depending on the specific project/policy measure.
○ These may include: government (ministries), professional bodies, NGOs, 

members from the population, etc.
● How to prioritize?

○ Identify the population groups with a highest risk
○ Identify the most important population health problems

(Terwindt, F. et al., 2016) 
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Eisenhower matrix/ 2x2 prioritization matrix
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Figure 6. Priority 
setting criteria for 
health interventions 
(Tromp, N- et al., 
2012)
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Figure 7. Stakeholder 
mapping diagram 
(MindTools)
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Figure 7. Stakeholder 
mapping diagram 
(MindTools)

Village chiefs

VillagersTransportation 
providers

Media

The Madagascar example



Key stakeholders and their role in 
operational planning.

From the World Health Organization (2016) publication, 
“Strategizing national health in the 21st century: aa handbook.”
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Problem analysis
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ROOT CAUSES

CORE PROBLEM

NEGATIVE EFFECTS

CAUSES

ROOT CAUSES ROOT CAUSES

ROOT CAUSES

PROBLEM TREE



The problem tree
● Aim: to analyse in a systematic way the causes and 

effects of an issue or problem.
● It helps to:

○ break down the problem into smaller pieces
○ identify central issues and arguments
○ identify which further information or evidence is needed to 

solve the problem in hand
● Start with:

○ Discussing and agreeing on the problem to analyse
○ Identifying the causes of the main problem (roots)
○ Identifying the consequences of the problem (branches)
○ NB! Discussion and argumentation are essential!

(From Wageningen University, Problem tree)
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Contaminated 
water

Outbreak of cholera

Increased mortality

Poor sanitary 
conditions

Open latrines 
and sewers

Poor maintenance 
of water mains

Poor hygiene

Example: Cholera outbreak

Based on the “Monitoring and 
Evaluation toolkit. Problem tree”.

Lack of education Lack of resources

Increased demand on 
health services Local economy slow-down



Group exercise- problem tree
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Some advice:

• Decide on just one core problem 

related to your project topic

• Phrase your problem as a negative 

statement

• At this stage do not think in detail what 

your project will be about, just focus on 

the problem analysis exercise

• Take time and think through the causal 

pathways

29
Figure 9. Figure. Problem tree strategy. Delevic, M. (2011)
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OBJECTIVE (desired 
situation

RESULTS

MEANS

OBJECTIVES 
TREE

MEANS

MEANSMEANS

MEANS

Positive and 
realistic 
reformulation of 
our problems.
The more precise 
we are with 
problems, the 
easier it is to turn 
them into 
objectives and 
later to formulate 
indicators.
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Water is clean

Outbreak of cholera 
ended

Decreased mortality

Improved 
sanitary 

conditions

Closed sewage 
system

Improved 
maintenance of 
water mains

Improved hygiene

Example of Objectives tree: 
Cholera outbreak

Based on the “Monitoring and 
Evaluation toolkit. Problem tree”.

Improved community 
education & knowledge

More resources for 
proper hygiene

Decreased demand on 
health services Normalization of local economy



Project planning terminology
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WHY a project is carried out GOAL

WHAT is the project expected to achieve PURPOSE/OBJECTIVE

WHAT will the project deliver RESULTS/OUTPUTS

HOW the project achieves results ACTIVITIES

WHICH external factors are essential for the 
success of this project

ASSUMPTIONS

HOW can we assess the success of the 
project

INDICATORS

WHERE will we find data to assess the 
success of the project

MEANS OF VERIFICATION

WHAT will the project cost RESOURCES

Figure 10. Project planning terminology.



33Figure 8. From inputs to outputs: a conceptual framework (Stenberg, K, et al., 2016)



SMART indicators
Specific 
Measurable 
Achievable
Relevant
Time-bound
Example of an indicator:
% community members 
with asthma
NB! Indicators should not specify a 
particular level of achievement. We 
shouldn’t be using the words like 
‘improved’, ‘increased’ or ‘decreased’ 
when setting indicators. (Little, M) 34



Budgeting
● By now you have already activities planned for your project
● The next step will be to budget those activities
● The budget is not only a measure for calculating costs
● Different ways to order a budget:

NB! Organize your budget into sections (time phases and/or 
topics)

(adopted from Peter Campbell)
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INVESTMENTS (CAPITAL 
COSTS)

DIRECT OPERATIONAL 
COSTS (RUNNING COSTS)

INDIRECT OPERATIONAL 
COSTS (OVERHEAD)

Equipment, facilities, vehicles, 
etc.

Costs that can be directly 
assigned to a specific project or 
program

Costs that cannot be directly 
assigned to a specific project 
but  are shared among projects.



Some examples of budgets
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Some additional useful tools
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Logical framework (logframe)

• Logframes originated from a planning approach used by the US military
• Logframes were later adopted by USAid in the 1960s for development 

projects
• Since then it has been adopted and adapted by a large number of 

development assistance agencies globally.
• By the end of the 1990s it had become the standard approach when 

applying for funding from various donor agencies including the EU 
Commission and others

• Nowadays it is widely used as a standard approach when applying for 
funds

40



Logframe analysis
The order of filling it in:

41

Project 
summary

Indicators Means of 
Verification

Risks/
Assumptions

Goals 1 10 11 9

Project purpose 2 12 13 8

Results 3 14 15 7

Activities 4 Means Costs 6

5 Preconditions

Figure 11. The order of filling in a logframe (WHO)



Logframe analysis: IF- THEN
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Project 
summary

Indicators Means of 
Verification

Risks/
Assumptions

Goals

Project purpose

Results

Activities Means Costs

Preconditions

IF activities are undertaken, THEN results can be produced

IF results are produced, THEN the purpose will be achieved

IF the purpose is achieved, THEN this should contribute to achieving the overall goals of the project.

IF
-T

H
EN

 lo
gi

c



Logframe analysis template

43
Figure 12. Logframe template ( Delevic, M. 2011) 



National Health Planning Tools Search
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OneHealth tool
● The OneHealth Tool is a model to be 

used for supporting national strategic 
health planning in low- and 
middle-income countries. 

● The tool facilitates an assessment of 
resource needs associated with key 
strategic activities and their 
associated costs, with a focus on 
integrated planning and strengthening 
health systems.

● The first official version of the 
OneHealth Tool was released in May 
2012. Since then the tool has been 
applied in more than 30 countries to 
inform planning and costing.

45

Figure 13. A snapshot of the OneHealth tool.



Final project guidance

• Project Title: including your names, the date, and the title of this 
course

• Background: Explain the rationale behind your selected health topic 
and what it is about; include a brief overview of relevant literature 
including what has been done so far.

• Goal: what is the main thing you want the project to achieve?
• Activities: describe the types of activities you think could be done to 

address this issue
• Monitoring: list some elements that should be measured in the 

project
• Expected Staffing: make some guesses as to what type of 

staff/numbers of staff are needed for your project 
• Total budget (in dollars)- a high-level budget sheet as a table 

in Excel is suitable, no need to get too detailed.
46

Project plan of 2000 words (+/- 10%) and a PPT presentation (10 slides)



Final project guidance

• Prioritization exercise (incl. illustrative material- figure, 

graph, etc)

• Stakeholder mapping (incl. illustrative material- figure, 

graph, etc)

• Problem tree + Objectives tree (incl. illustrative material)

• Logframe analysis (Optional)

47

Some useful exercises to do when working on your project: 
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• How to become a systems’ 
thinker?

• Ask Different Questions

• Learn to Experience Time Differently

• Notice the Systems Around You

48
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