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INTRODUCTION

Eight out of every ten development projects faill Why? Is it so difficult to plan and manage a project
successfully? Or, were the groups who undertook the projects ill prepared? The answer is partly both.
Project management is a profession,; like farming or food preparation, it is a skill we have leam. Too
often, community groups rely only on good intentions and enthusuasm to gunde them along the path of
project planning and |mplementat|on

It is not possible, in a book this size, to cover in great detail all the specialist skills and techniques
required for project management. Indeed the subjects covered in each chapter here deserve a book
in their own right. : -

This Handbook and the accompanying-Workbook will provide community groups with an insight into
development project planning and management. They will also give step-by-step guidance through the
stages from project identification to post-project activities.

To make it easier to use, this guide comes in two parts: a Handbook which you are now reading and
aWorkbook. Both books should be used together: the Handbook points the way along the path of
-project execution, while the Workbook will provide a means of checking that you are going in the right
direction.

The Handbook and Workbook are both organized mto nine chapters They are set out in the same
order as the stages required when managing a project: .

Chapter1 PROBLEM' IDENTIFICATION _
" Projects often fail because they attempt to solve the wrong problem The first stage in
any project is to identify the core problems and their causes. Not all the members of a
community will be supportive of a project. It is.important to identify those who.will be
interested in giving assistance and those who could obstructthe progress of the project.

Chapter 2 MOBILISING A GROUP , .

' The more people involved with a project the better the chance of it succeeding and
obtaining assistance from external agencies. The group members will have to organize
their activities. A committee will have to be elected and its members trained to perform
their duties efficiently. Meetings will have to be held and decisions taken. All the group
members will have to take an active part. : -

Chapter3 SOLUTION IDENTIFICATION AND PLANNING , !
-~ Once the group has organized itself, the members should agree on the problem(s) to be
solved. Thought should also be given to obtaining training for the members. The next
_stage is to set objectwes for the pro;ect what the group members hope to achieve.
Consideration must be given to, “sustainability”, the ability of the project to continue to
provide a solution to the problem for as long as is required. The actions required to
achieve the objectives must be identified and planned. Planning plays a key part in
ensuring that the project is successfully managed.

Chapter 4 RESOURCE IDENTIFICATION AND COST ESTIMATING
' With activities agreed upon by the group members and a pro;ect plan prepared, the
resources required must be identified. What skills do the group members have? How
much will the project cost? When will the funds be required?.



Chapter 5-

Chapter 6

Chapter7

Chapter 8

Chapter 9

PROJECT FUNDING

A decision will have to be made on how to finance the project. Has the group sufficient
resources or will it have to seek assistance from external organizations? What type of
funding will be sought, a loan or a grant? Who can provide loans and grants? How does
a group apply for a loan or a grant? How can contact be made with funding agencies?

BASIC BOOKKEEPING AND KEEPING RECORDS

Most projects will require the spending of money. It might be funds provided by the group
members or from an external organization. Whatever the case, records will have to be
kept of every transaction. This will require the keeping of accounts. Accounts by
themselves are not sufficient; proof of expenditure must also be provided, with receipts,
bills and other records kept. Things can go wrong if only the group’s treasurer
understands the accounts; all committee members should know and understand the
procedures used. Itis likely that the group will have to open a bank account. How is this
done? What type of account should the group have?

PROJECT SUPERVISION

During the project the group will have to use management skills. These will include using
the project plan and budget to determine if the project is proceeding as desired. Good
managers do not allow things just to happen, they look forward and predict what might
happen. Then they control events to achieve the desired objectives. The success of the
project will depend upon the group members cooperating and working together. Even
in harmonious groups, misunderstandings can arise. Group leaders must be skilled in
getting the members to work as a team, assisting and supporting one another.
Decisions, and when necessary corrective actions, will have to be taken when things go
wrong.

PROJECT EXECUTION

With the group trained in the necessary management skills, and the resources
available, the group can begin the project. Material and equipment might have to be
purchased. Activities will have to be organized. Labour mustbe arranged. The progress
of the project will have to be measured and events controlled. The group committee will
have to provide reports to the members, and if external funding was obtained, to donor
agencies, giving details of events and proof of all expenditure.

POST-PROJECT ACTIVITIES

What happens when the group has achieved its planned project objectives? If it is
successful the members can justifiably be proud of their efforts and congratulate each
other. But first there are some administrative matters to deal with. The project “books”
have to be“closed”, that s, the final financial accounts have to be prepared and audited.
This is necessary to check that all the money received by the group can be accounted
for.

When can a project be considered to be finished? The answer is when its results cease
to serve auseful purpose. The Egyptian pyramids were builtin Africa thousands of years
ago, as tombs for their Kings. Yet today they still serve a useful purpose as a tourist
attraction and so have to be maintained and managed. So it is with most projects; they
will only continue to serve the needs of the community if they are managed and looked
after. Who will continue to manage the operation of the project? Will it be the same
committee or should a new management committee be chosen? What are the
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management skills that will be required? Will additional training be required? Will funds
be required for the ongoing operation? Like the successful management of the project,
the future success of the operation will depend upon good management, planning and
budgeting.

THE HANDBOOK

The Handbook describes in simple térms the stages and procedures that can be followed by a group
to manage a community development project successfully. It is not a textbook, but a guide to assist a
group to make its own decisions on managing its project.

The types of community projects are so varied that it is not possible to give examples to cover all
eventualities. The examples in the Handbook are therefore used to illustrate general ideas.

The contents of the chapters in the Handbook are in the same order as those in the Workbook. So
while an understanding of the general procedures can be obtained from the Handbook, they can
immediately be applied to the group’s project with the aid of the Workbook.

THE WORKBOOK

The Workbook is not a step-by-step list of all the activities a group has to take in order to manage a
community development project successfully. Projects are so varied that each one must be planned
and managed to meet its individual requirements. While the Handbook describes in simpie terms the
general principles, the Workbook is designed to assist you to manage your own project. No answers
are provided in the Workbook, only questions! However, the questions have been devised so that you
ask and answer them at the appropriate time. The Workbook is not there to test or trap you; it is
provided to assist you by suggesting questions that should be considered when a group manages a
community development project.




CHAPTER 1
PROBLEM IDENTIFICATION

WHAT COMES FIRST? -

CHOOSING A PROJECT
‘ OR
" FORMING A COMMUNITY DEVELOPMENT GROUP?

The answer is neither. If the project comes first, it is like an answer looking for a question! If a
development group is formed first, it's like a group looking for something to do in order to justify its
existence. If it is not the project nor the group that comes first, then what does come first?

IT'S THE
PROBLEM
THAT COMES FIRST

If you donothave a problern, then you donotneed a project. Projects are undertaken in order to solve
a problem. Itis afoolish person who goes looking fora problem! Life is such that problems come looking
for you! ' '

So you think that you have a problem. What exactly is it? Think before you answer, because it might
not be the problem you think you have.

Too often, projects fail because groups jump in too soon with an inappropriate solution, just because
they did not spend a little time to understand fully the situation and to identify the true problem.

THE SECRET OF SOLVING A PROBLEM IS
PROPER PROBLEM IDENTIFICATION .




CAUSE - EFFECT RELATIONSHIP

A problem does not happen in isolation. It has a cause and it will have an effect.

CAUSE ARoge. N7 @
Example:

For some years the mains water supply pipeline has been out of service. So households have to rely
on storing rain water. It's now the dry season. Last week, the last ofthe waterwas used from the storage
tank! :

The Cause - The storage tank is empty.
The Problem - There is no water in the house.
The Effect - There is no water for washing.

This would appear to be a simple problem to identify. But notice, the effect also becomes a problem,
so the original problem has become a cause. And a chain is set up of Cause — Problem — Effect:

Example:
In the above example, the new problem, there is no water for washing, can in turn become a
cause, leading to yet another problem:

New Cause - There is no water for washing.
New Problem - Nothing can be washed.
New Effect - The household is not as clean as it should be.

Inthe above analysis it was assumed that the problem arose because of one original cause. Butin most
cases, problems result from more than one cause.

TR D
sy AL S T

Example:
In the above example, the original pmblem was, there is nowa water/n the house. And the original
cause identified was, the storage tank is emm But another cause is: The mains water supply

is not working:
Cause - The storage tank is empty. _
Cause - The mains water supply is out of orde:.
Problem - We have no water in the house.
Effect - There is no water for washing.




Just as a problem can be the result of more than one cause, one problem can have more than one

effect.
@ @
Example: a

Forthe above example, the original problem was, we have no water in the house. And the original effect
there is no water for washing. But another effect could be: There is no water to water the garden.

Cause - ' The storage tank is empty.

Problem - We have no water in the house.
Effect - There is no water to water the garden.
Effect - There is no water for washing.

It can therefore be seen, that even for a simple problem there are many combinations of causes,
problems and effects.

So the causes, problems and effects form a R ';4.

complicated network stretching in all directions. <y, " probiEM
wrre &Frgcr

If the relationships are so intricate, how will it 50t &:Z‘e

ever be possible to identify the “true” problem. :'1‘\"'

Simple, just take it one step at a time.

There are many ways to identify the “true” or core problem. Two such methods are:

* The use of the Problem Tree method.
and

* The use of a Problem Analysis chart

PROBLEM TREE METHOD

The problem tree' method is simply a way of drawing out the cause and effect relationship regarding
a particular problem situation. In drawing your problem tree the causes are located at lower levels and
the effects at the upper levels. The core problem connects the two. Thus, the tree trunk represents the
core problem, the roots are the causes, and the branches represent the effects. The more basic the
causes, the more likely they are to lie at the lower levels of the diagram. The location of a problem on
the tree diagram does not necessarily indicate its level of importance.

There is no one correct way of drawing up a problem tree diagram. Different individuals or groups, given
the same list of problems and causes, will normally organize them differently in a tree diagram. This is
due to the different levels of knowledge and experience of each person, and the amount of time
available for analysis.

'A full desrciption of this method can be found in "Commodity Systems Assessment Methodology for Problem and Project Identification™,
by Jerry La Gra. IICA 1990.




To illustrate the use of this method, the example of not having any water supply for the house is
analysed:-

Step 1:
The group doing the analysis makes a list of the problems together with their causes and effects
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Step 2:

Each of the causes and effects are written out on separate cards or pieces of paper.

The group discusses the relationship between the causes and the effects. Then using sticky tape to fix
them, the cards are arranged on a wall in the form of the problem tree. Place the “causes” where the
roots would be and the “effects” where the branches would be. Start by placing the most basic causes
at the lowest level, then work your way up.

* This cause was identified during the
preparation of the problem tree.
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PROBLEM ANALYSIS CHART

Again, the example of not having any water supply for the house is used to illustrate this analysis
method.

A Problem Analysis Form can be used. It is divided into four or more columns as follows:

4 3 3] , 4y
Root Cause(s). Cause(s). Core Problem. Effect(s)

If the analysis is being done by a group of people, use a blackboard or flip-chart paper to enable
everyone to participate fully.

Step 1: .
The group enters in column (2) what they consider to be the main problem, the “core problem".
r. icm Peocscane ‘). -
o BTN LS
Step 2:

The group analyses the “core problem” and identifies what are the “cause(s)” of the core problem. This
will require looking in the right places and asking searching questions. Enter what are considered to be
the cause(s) into column (3).
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Step 3:

The group examines the “cause(s)’ and decides whether these are the “root cause(s)” or if there are
more important or initial causes to the problem. Enter these into column (4).
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Step 4:

The group must now determine whether the initial identification of the “core problem” was correct.
Identify the effect(s) of the “core problem” and write these in column (1). These are again examined so
that the group can decide whether any represents a bigger problem than the initial “core problem”. If
not, it can be assumed that the initial choice was correct. If, however, one of the effects is considered
to be a bigger problem, then using a new form or chart, enter the effect as the new “core problem” and

repeat the analysis, steps 1 to 4.
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There are three possible sources of water supply to the house, from the mains supply, stored rain water
and water collected from a nearby creek. All are independent of each other. It can be seen that the “root
causes” are, the broken mains supply pipeline, that not enough rain water can be collected and during
the dry season the creek becomes salty. The “root problems” to be solved are therefore:

* The storage tank is too small to store enough water for the dry season.

and/or
* The mains water supply pipeline is not operating.

The above was a relatively straightforward example where the “core problem” could be easily identified.
The following illustrates the procedure when possibly the correct “core problem” did not show up clearly

at first.



Example:
Many farmers groups identify their main problem to be that their farms are too small. The following is

a problem analysis done by one such group. The group identified their “core problem” to be “farms are
too small”. ,
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Itcan be seen from columns (4), (3), (1b) and (1c) that the lack of money began to show up as the cause
of the problem. Taking this to be the “core problem”, the analysis revealed the following:
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Here, it can be seen that in addition to the shortage of land, there are other problems to be considered,
including the choice of crop to be grown and the quality of the land. The “root problems “ to be solved
are therefore:

- Insufficient land.

- Poor quality land.

- Choice of crops to be grown.

Notice that the number of columns used in the problem analysis can be varied to suit the needs of the
analysis. There might be the necessity to look further back in the chain of “cause(s)” until the “root
cause(s)” are identified. Or to ensure that the correct “core problem” has been identified to examine the
chain of primary and secondary effect(s). In either case the format can be altered to assist with the

analysis.

A Problem Analysis Form/Chart can be used to analyse and identify even very complicated situations
with a number of either inter-related or independent causes of problems. With the correct use of the

procedure the “root problems” can be identified.
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COMMUNITY ANALYSIS

While analysing the problem, it will be seen how the problem affects various members of the
community. Some might be negatively affected while others might be benefiting from the current
situation. Itis likely that those who are disadvantaged would support a project to change the situation.
Those who are currently benefiting may oppose any change. in Chapter 2, a description is given of how
a group can be formed to manage a project with the objective of solving the identified problem. Before
a group can be formed, the members of the community who will support the project as well as those who
will oppose it, have to be igentified.

This can be done with the aid of a Community Analysis Form. The form is completed as follows:

Step 1:
List all the groups that exist in the community. m’;ww HOWAFFECTED

These could include: Church, Youth, Women, GROUPS Posive Effects Negative Effects
Parent-Teachers, Sports, Farmers, Craft, Political | CoMmuNITy GROUPS:
Parties etc. For each group enter on the form :
how they are affected positively and negatively
by the problem.

Step 2:
List all the families in the community. Enter how
they are affected positively and negatively.

Step 3:

List all the key individuals in the commuinity, )
including both the formal and informal leaders. ONGOING PROJECTS.
Enter how they are affected positively and -
negatively.

Step 4:

There could be projects being planned or already being undertaken in the community. These could be
managed by the national government, Community or Regional Council, community groups, private
individuals or families. These could be affected by a new project. List the effects whether negative or
positive.

FAMILIES:

INDIVIDUALS:

FIND OUT
WHO WILL SUPPORT
AND
WHO WILL OPPOSE ANY PROJECT.

Example:

Applying this procedure to the farmers group, with the “root problems”:
- Insufficientland.

- Poor quality land.

- Choice of crops to be grown.
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COM:;UNIW MEMBERS HOW AFFECTED_ ? )
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The above is just a small sample of the details that could be recorded. In practice, far more groups and
individuals would be identified for detailed analysis.

A projectis more likely to succeed if it receives support from a large number of residents. Also, a project
benefiting or supported by the majority of the community is more likely to receive assistance from
external organizations, including funding agencies. By performing a Community Analysis, those groups
and individuals who will support a project can be identified. The analysis also permits the identification
of the reasons why people might oppose the project. This information can be used either:

To persuade people to change their minds and support the project.
* To design a project that would not meet so much resistance.

THE MORE SUPPORT A PROJECT HAS
THE MORE LIKELY IT IS TO SUCCEED

If the problem analysis is performed before a group has been formed, the next step will be to organize
a group to identify a solution for the problem. After the group has been formed, and before any attempt
is made toidentify solutions, the problem analysis and community analysis procedures described in this
chapter, should be repeated. WHY?

The two main reasons are:

- To obtain the support of all the group members, they should be given the opportunity of agree-
ing on the “root problems” to be solved.

- When performing a problem analysis, the more people with a variety of relevant experience who
participate, the greaterthe chance of identifying the correct answers. By giving all the members
of the group the opportunity to take part, more expertise will be available.

12
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CHAPTER 2
MOBILIZING A GROUP

THE FIRST STEP

Having identified the problem, a decision must now be taken about what to do. When problems are too
large or complicated for one person or family to solve, assistance can be sought from others who are
in similar circumstances.

The first thing to do is to identify people who might be prepared to work together. Discuss with
neighbaours and friends and get a feeling of what they think about the problem. See whether they are
prepared to do something about it. If there is enough interest then a decision can be taken on whether
a group should be formed to solve the problem.

At this stage care must be taken not to upset people who see themselves as the leaders of the
community. Running a project is difficult enough, so you should avoid making unnecessary enemies.

MAKE FRIENDS NOT WAR!

Sd, consult with the elders and leaders of the community. Seek their advice on how a group should be
formed. They might not be too enthusiastic about doing anything! They might even have their own
reasons for not wanting a group to be formed.

Calling a Community Meeting

The objective should be to try and persuade the community leaders to call a meeting so that everyone
can have the opportunity to give their opinions and to decide on the next steps to be taken. If the leaders
agree then let them call the meeting. If the leaders do not agree, ask their permission for those who
have already shown an interest to arrange a meeting. If they do not agree with that request, then there
is more than one problem! If this happens, those who want to proceed with a project must be completely
honest with themselves when deciding what to do next. Is the original problem so important that it must
be solved, even if it means upsetting some leaders of the community? The advice must be sought of
members of the community who are respected and trusted. If all else fails, then the group must arrange
a community meeting.

14




A community meeting should be held at the most convenient time and place. Avoid times when people
have to work or be at another place, for example, church, school or market. When deciding on the
location, consideration should be given to how many people are likely to attend. If the meeting is to be
held in the evening light will be required. If the location is a school or church, permission will have to be
obtained for its use. ‘

ADVERTISE.
DO NOT ASSUME THAT EVERYONE WILL KNOW ABOUT THE MEETING.

This will be the first meeting of the group, therefore it is important to get as many people as possible
to attend. The most effective way of advertising the meeting is by talking to people. Notices can also
be put up around the community, and announcements made at church meetings and schools. People

must be informed: 3 — .
COMNYNITY MEETIIG,

* Why the meeting is being held. Explain what 76 Dsvcuss -
the problem to be solved is. Show to the people mgc‘tfw
that they are also affected and that it would be 3312‘5“4

to their advantage to attend. Make them feel

g 7o & o
that it is essential that they should attend. iy

Vitunc.a HARee
FRIPAY B may
AT .00 Py,

LERSE R7resn

To achieve an orderly meeting, someone who has the respect of those attending should be invited to
act as the chairperson for the meeting.

* The day, time and place of the meeting.

All activities must have an objective. The objective of the meeting is to get all interested community
members to join together to solve the problem. There is always the risk when people come together for
the first time to try and solve “all the world’s problems at one time”. Do not be too ambitious at the first
meeting. Before the meeting starts, everyone should know the objective of the meeting. .

THE REASON FOR CALLING THE FIRST MEETING
IS TO FORM A GROUP TO SOLVE THE PROBLEM.

If a group is formed, the first step will have successfully been taken to solving the group’s problem.
Before the meeting closes, agreement should also be reached on the next step to be taken. Decide on

the time, place and agenda for the next meeting.

PLAN FOR YOUR SECOND MEETING
BEFORE THE END OF THE FIRST MEETING
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FORMATION OF A GROUP

Now that members of the community have agreed to form a group, it must be organized to achieve the
group’s objectives. Most groups elect a committee to manage their affairs.

-
Is a committee necessary? What other ways are there? f"-“\";
Wl
One person can be appointed to run things. Heor she can _ =N
take all the decisions and do all the work. There are very —
few who have the skills, talents and energy to successfully Z
achieve this. /

Or, decisions can be taken and actions performed collectively by all members of the group. This is a
practical solution for small groups. However, for larger groups this becomes more difficult to achieve.
Also if the group has to deal with other organizations, they might require the group to identify
spokespersons or contact persons.

In most cases, a group works more efficiently when it has a committee to manage and protect its
interests. Members of the committee must always remember that they are there to:

Carry out the wishes of the group.

Work to achieve the objectives of the group.
Consult and keep the group informed.

Protect the interests of the group.

Act in accordance with the group's constitution.

* % % 2 »

When members electthe group committee, they should ignore whether a candidate is a friend, brother,
sister, wife, cousin or any other relationship. The important thing is to be sure that candidates are
capable of performing the duties of committee and executive members.

The group will need to appoint someone to run the elections, a Returning Officer. He or she should not
be a candidate nor be seen to favour any one candidate nver another. Your group will also have to
decide whether the elections will be by secret ballot or show of hands. If you decide on a secret ballot,
you will have to make arrangements for ballot papers.

DUTIES OF THE EXECUTIVE AND COMMITTEE MEMBERS

A committee is normally made up of executive members: chairperson, secretary, treasurer and
perhaps an assistant-chairperson, -secretary, -treasurer and ordinary committee members. In general
their duties are:

Chairperson

The chairperson is normally regarded by the group members as being their leader. As such, he/she has
two important tasks to perform:
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The chairperson must not only be, but also
seen to be, the representative of the group.
Within the group, that person has to provide
leadership. He or she must also have the skills
to represent the group in discussions with other
organizations.

The chairperson presides over group meetings and is responsible for ensuring that they are
conducted in an orderly and businesslike manner.

To accomplish these duties, he/she should have certain leadership qualities and skills.

The chairperson should be someone who:

* % % % * @

*

Is respected by the group and the committee members.

Likes and understands people.

Can get people to work well together.

Behaves reasonably and respectfully even when vexed!

Knows his/her own strengths and weaknesses.

Is well informed, knows what is happening not only in the group, but also in the community at
large.

Is good at solving problems and making decisions.

Takes action when necessary.

When presiding over meetings, a chairperson should:

“ * % % * %

Call the meeting to order on time.

Know how to run and control a meeting.

Not try to force his/her views on the committee.

Ensure that the members stick to the point under discussion.

Ensure that everyone has a say, doesn't allow one person to do all the talking!

Ensure that all the facts are known and understood before a decision is taken, (summarizes
discussions).

Ensure that after a decision is taken, everyone understands what must be done, when it must
be done by, and by whom.The chairperson should never forget that he or she is the represen-
tative of the group and has a duty towards the group. The chairperson should never use the
position to promote his or her self interest.

THE CHAIRPERSON SHOULD LEAD, NOT DICTATE.

Secretary

" The secretary is considered to be the executive member responsible for administration. This is

achieved by:

*

Keeping an accurate record (minutes) of all committee and group meetings,
detailing:
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- Dates of all meetings and place held.

- Names of those attending.

- Main points of the discussion.

- Decisions taken.

- Actions required to be taken and by whom.

* Sending and receiving all correspondence. To avoid confusion one person should be author-
ised to enter into correspondence on behalf of the group.

* Keeping safe all correspondence and group documents.

| KEEP ALL INFORMATION AND RECORDS SAFE, -
- ONE DAY THEY COULD BE IMPORTANT.

Ensuring that the group has all the required legal approvals, permits and other documentation.

Example:

If the group owns vehicles they will have to be insured and licensed. The distnibution and handling of
some chemicals used in farming might require permits. An entertainment licence might be required
before a group can hald a dance or fund raising show. Ifthe group owns buildings and equipment, they
should be insured against damage or loss.

Treasurer

As the executive member entrusted with the supervision of the group’s financial affairs, the treasurer
should:

* Keep safe all cash (money) held in hand. This is the petty cash fund, used to make small pur-
chases and payments. A record of all these transactions should be made in a book kept spec-
ially for that purpose.

* Administer (look after) the money paid into and taken out of the group’s bank account(s).
* Keep the accounts, an accurate (correct) record of all money received and paid by the group.
* Keep all receipts, invoices and bills, together with all financial records. While the accounts

provide a record of financial transactions, receipts must be obtained to provide proof.

‘REMEMBER - IT'S THE GROUP'S MONEY
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Committee Members

Committee members should not consider that only executive members have an active part to play in
the running of the group. They have an important role to play. They must be prepared to.

* * & * %

Discuss their ideas and make suggestions.

Help the executive members to perform their duties.

Check that the executive members are doing their work.
Take full part in the work of the committee.

Ensure that the group operates according to its constitution.

If the committee members donot perform their duties the group will suffer.

A GROUP IS AS GOOD AS ITS COMMITTEE.

Group Members

Some members think that all they have to do is elect the committee, then they can lay back and do
nothing. A group gets the committee it deserves! If the members show little interest in the activities of
the group, they should not be too surprised if the committee takes advantage of this and ignores their
wishes. Group members must be prepared to:

* * % =

Take an active part in group activities.

Keep informed of what is happening.

Attend and take part in meetings.

Select committee members because they are
capable of doing the work, and not just
because they are relatives or friends.

Check that the committee i1s doing its work.
Help the committee to do its work.

Make certain that the group operates in
aceordance with its constitution.

THE GROUP GETS THE COMMITTEE IT DESERVES.

GROUP MEETINGS

Groups in general hold three types of meetings:

*

General meetings which allthe members of the group can attend and speak. At these meetings
the committee reports on the group’s activities. Decisions are taken on general group policy.

Either every year or at agreed intervals elections are held to select executive and committee

members.

Committee meetings at which the elected members of the committee can attend and speak. At
these meetings decisions are taken on the actions to be taken to achieve the group’s objectives.
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Executive meetings at which the elected executive members can attend and speak. These
meetings are normally held more often than the other two types, and decisions are taken on the
day-to-day operations of the group.

In addition to the three types of meetings listed above, the group could decide to hold 6ther types of
meetings:

*

Emergency General Meetings can be called when the committee or a group of members
consider that urgent consideration of a subject is required by all the members.

Sub-committees can be formed of experts to consider and look after the interests of the group
on specialist subjects, for example, finance, buildings, welfare. The sub-committees should
give reports, make recommendations and be answerable to the main committee.

Why have Group and Committee Meetings?

Meetings:

* Give everyone the chance to discuss and give their views and ideas.

* Allow people with experience and khowledge to give advice.

* Bring together people to discuss and think of answers in order to solve problems.
* Bring together people to discuss and come to decisions and make plans.

Allow reviews to be made of what has happened and decisions about what should be done
next.

Allow the executive members to obtain the help of committee members.

Allow committee members to check that the executive members are doing their work properly.
Are a means of providing and sharing information.

Allow members to check that the group is operating in accordance with its constitution.

* * * %

A great deal can be achieved or a lot of time wasted at meetings, depending upon how well they are
run.

All meetings require a quorum, that is, a minimum number of members who must be present before
the decisions taken at the meeting can be regarded as valid.

All the members have the responsibility to make sure that meetings are successful. This can be done
by:

* Tuming up ontime for the meeting. When people do not arrive on time and keep other members
waiting they are stealing people's time!

Maintain good order in the meeting and respect the authority of the chairperson.

Listen to other people's views and opinions.

Participate in the meeting.

Taking decisions based on the facts presented, and not out of fear, malice or favouritism.

» »* 3

The Chairperson has the added responsibility for managing the meeting, by ensuring that:

* All those who wish to speak are given the opportunity to do so.
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* The members concentrate on the subject under consideration, and the discussion does not
wander off into irrelevant areas.

* When the time comes to take a decision, all those present know and understand the facts to be
considered in reaching agreement. If a vote is required, this is taken democratically.
* After a decision has been taken the resultis understood by all members. If required, those res-

ponsible for undertaking actions are identified.

Members may be too shy to speak in public. Some will require encouragement and assistance to boost
their confidence, while others will remain too nervous to participate. This is no reason to fail to obtain
their views. Before the meeting, committee members should try to obtain their opinions and report the
results at the meeting. A member while being too shy to talk at a large meeting, might be prepared to
give their views in a small discussion group. If during a large meeting, it becomes apparent that
members are not participating, it may be a good idea to break the meeting up into small discussion
groups. After the discussion, one person from each of the small groups can report back to the meeting.

Meeting Agenda COMMITTEE MEETING AGENDA.
1 Announcements.
To assist in the smooth running of a meeting 2 Agende
it is best, before the meeting starts, to make 3. Minutes of previous meetg.
out a list of the topics to be discussed at the 4 Commpondesce.
meeting. This list is called the agenda. It can S R wiparson
be written by the chairperson together with the 9 e
secretary, and agreed to by those attending. 9 Awors
8. Maters Arising.
. . . 7. Any Other Business
For a committee meeting the agenda could include: R

Announcements:

Should include apologies for absence. Members who know that they cannot attend a meeting should
send a message to the meeting. In this way, the committee’s time can be saved, rather than waiting in
vain for someone to turn up.

Agenda:

While this might be written by the secretary and chairperson, the committee members should have the
opportunity either to make changes or approve it.

Minutes of previous meeting:

The secretary should keep a record of all meetings.
At a meeting either a copy of the minutes of the
previous meeting is made available to the committee
members or the secretary should read them out. If
anything is incorrect, it should be changed. However, if
some members believe that an incorrect decision was
taken, the record cannot be changed. The decision
should be raised for further discussion under “Matters
Arising”. When everyone agrees that the minutes are
correct they should be approved, and signed by the
chairperson and secretary.
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Correspondence:

The secretary should read out all letters received by the group and all replies sent.

Reports:

A meeting should be used to keep everyone informed of the activities of the group. This can be done
by reports of the important events that have occurred since the last meeting.

Matters arising:

Enables the members of the committee to discuss items that have arisen either in the minutes of the
previous meeting, correspondence or reports. Members should use this opportunity to find out what
progress has been made on decisions taken at previous meetings. If members want to reconsider a
decision taken at the last meeting, this is the time and place to do it.

Any Other Business:

This gives the opportunity for a member to raise any other topic, not covered in the meeting.

Next meeting:

Itis particularly useful, before a meeting closes to agree on the time, date and place the next meeting
will be held.

Minutes of Meetings

To avoid confusion and arguments it is best if

a written record is kept of a meeting. These " Prosen Were Wanes of those attendivg]
are known as the minutes and are normally 2 Asoouncements: Wetarls of apologies for absence]
kept by the secretary. They should contain 3 Agends: [1.¢. The agenda was read by the chairpersan
a brief but accurate account of the discussions and agreed by the commitee]
and decisions taken. If possible the minutes 4. Mioutes of previous moeting:  51ve details if there were any
should be typed and each member provided ooy 9 ether they were
with a copy. If copies cannot be made' or the §.  Comespondence: [G1ve drief details of letters received and
minutes typed, they should be recorded in a sent]
Minutes Book kept specially for that purpose. 6 Rels
The minutes of a typical committee meeting ;; mﬁ
could contain: [G1ve brief detarls of the most wportont
points reported)
c) Ireasuers.
d)  Other Reports.
7.  Matters Asising’ {Give brief repert on the myin points

g'v;lcusscd. and actions to be taken and by

8 Any Other Business: |Give brief report and record what actions
are to be taken and by whol

9. Next Mesting: [State tine. date and place]
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QUALITIES OF A GOOD LEADER

When a person accepts a place on the executive or committee they are taking on the responsibility of
looking after the interests of the members of the group. Their duties do not finish with attending
meetings; they must also take on the responsibilities of leadership.

There is a difference between managing your own business, where you can order people what to do,
and being a leader of a group. Becoming a leader is not easy; it just doesn’t happen by itself. Like all
things it must be worked at! A leader of a group must earn the respect and trust of the members and

should be good at working with people.
When working with people:

* + ¢ % % 2 % & % 2

Be friendly

Be helpful.

Be honest - Not only with others, but also with yourself.
Be fair.

Make people feel important.

Keep your word.

Keep on time.

Pay your debts.

Know what you are doing.

Do as well as you can.

When leading people:

* Make sure that they know what you expect of them.

* Get everyone to work as a team, supporting each other.
* Watch that things are being done, as was agreed.

* Do not criticise, give advice on how to improve.

To get people to work well together:
. Give praise.

- Listen and ask for their advice and suggestions.
- Give responsibility.

- Treat everyone as individuals.

- Treat everyone fairly.

DO UNTO OTHERS, AS YOU WISH OTHERS TO DO UNTO YOU..

GROUP CONSTITUTION AND STANDING ORDERS

Itis likely that very soon after a group is formed, the need will arise for the members to agree on rules
to govern how the group should be organized. At first they may state the size of the committee and how
it is elected. As the number of group activities increase, so will the need for more rules. Especially
before the group starts handling money, the members will have to agree and record a set of rules, which

are known as the group’s constitution.
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The group’s constitution are the “goilden” rules The group constitution could contain on the following:

and fundamental principles that define “the group” | 1 e name of the group and preambie.

and how it operates. Once agreed to, they should 2 Theobjectofthe  Whatare the general and specific objectves of the
rarely be changed. The standing orders record the group.

procedures for the day-to-day working of the group. | 3 Groumembership. WWho5an backme a member, and how wil thers be s

* . e 4. . 4. Managementofthe Size of the committee. Executive members and their
Normally the first clause of the constitution is group. duties. How is the committes elected and for how long

m » . do the bers serve.
called the “preamble” and is of the form: e
5. Operation of the Rules govering the day to day operation of the group

group. Statmg how standing orders N'IW The rules tos
“{ Name of the group } hereafter referred to gement of group
as the 6. Meetings. The holding of committee, exscutive and gml
) meetings. The calling of )
“Group” do hereby adopt and set forth this Quorum of meetings (how many members must be
i . ” present before a meeting can be heid).
Constitution , o
7 Finance. The administration of the group’s bank account Who
can sign cheq Can the group y be used
grve private loans.
8. Constitution. The procedures for changing and adding to the
constitution.
* The second clause should define both the Ine atyecves of ime Grown e
general and specific objectives of the group. 9 ISy o oo ond sevenomic host kenasor sendoe or e
) ;wmmmdn.mmmobmmdmo
—_——
* Every constitution should have a clause defining the procedures that must be followed when

approving amendments to it.

The constitution is an important document. it states clearly who can become a member
of the group, and also how the group is managed. It is the protection the members have
to prevent any clique from taking over the group and its assets. As such the constitution

itself must be protected from those who might want to take over the group. One way of
doing this is by stating that the constitution cannot be amended unless the proposed
amendment is approved by a majority of all the members of the group.

The constitution sets out the fundamental principles governing the operation of the group. As such,
these “golden rules” should only be changed when absolutely necessary. There are other rules that
the group might require as guidelines for members to conduct the day-to-day operations of the group.
These rules, known as the Standing Orders, can be changed to suit circumstances.

Example:

If the group owns equipment which it hires out to members (e.g. a chainsaw, sewing machine, boat),
Standing Orders could be usedto state: the hire charge, the maximumtime itcan be hiredby a member
who is responsible for maintaining it, etc.
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BUSINESS LETTER WRITING

Probably the first way the group will make
contact with other organixations will be by
sending a business letter. It is, therefore
important that it gives a good impression.
Before starting to write a letter:

* Think out your reasons for sending the
letter and what you hope to achieve by it.

* Make a list of what you want to say.
When writing the letter:
State the objectives clearly.

* Avoid using big or “fancy” words.
Be as straight forward as you can.

* Write neatly. If possible, type the letter.

* Keep a copy of all letters sent

The layout of a business letter is as follows:

PO Box 18- 1089,
GEORGETOWN.

Dear Sir.

M‘

R EST FOR TRAINING PROGRAMME.

Fumisus Ueve iopmont
5. Small,

ik

Rogron 11.

16th. July 1995

on beha) Vave w
:ur’t‘am n'motrz" ?u‘;r‘:rm: n wvuo:# an.l -‘u's‘l

nenegement. . w rev
m . we would like to discuss tha poAsiY I3y of yuu wwmuu .
@ COUrses tor our group.

mrgm-’a formed 1ast year and ha: 200 swmbees. To dute we have
SUCCCeS' ull, cnoletod th‘ !e“nm. mm $ : m bu‘ldm. of & craft
trovning cenl ond We are now 'n The process

unbhuﬂm & community f

n 0"&!‘ 10 di13Cuss |l" |t " Nl coula

gnnt ropnununv“ of th' w T your
) el conventence. |henk ng you in c1ut|on o' yeur nnl;

mnﬂcac‘m of detdils of the appon

l‘ “ wou'ld

Yours faithfully,

R.S. Small,
Grow Secrelery

Fumisua Development Group,
c¢/oR. S. Small,

FUMISUA,

Region 11.

15th, July 1895

o

Write the group’s address in the top right hand comer.

* Just below, on the left hand side of the page, write the name and address of the person you are

writing to. If you are writing to a company or organization use the company’s name.
On the right hand side of the page write the date.
On the left hand side, below the address of the receiver, write the salutation (the greeting).

There are rules for the use of salutations for business letters.

- If you know the person you are writing to, start the letter with:

Dear Mr { Name of person },

or

Dear Miss { Name of person },

or

Dear Mrs { Name of person },

or
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Dear Ms { Name of person } - if you are not sure about the marital status of a
woman.

- If you do not know the person you are writing to, start the letter with:
Dear Sir,
or
Dear Madam,

Just below the salutation, in the centre of the page, write the title of the letter. This should be a
very short sentence describing the main reason for writing, for example, “Application for loan”,
“Request for the use of the school to hold a meeting” etc.

The first paragraph of the letter should state the reason for the letter:

Example:

| write to you on behalf of the Fumisua Development Group.

We are seeking assistance to run training programmes in project and small business
management. efc.

The next paragraph(s) should give additional information:

Example:
Our group was formed last year and has 200 members.
To date we have successfully completed the following projects . . . etc.

Thé last paragraph should clearly state how you wish the receiver to respond to the letter:

Example:
In order to discuss our request, we would appreciate it if you could grant representatives of
the group an appointment with you at your earliest convenience.

Please notify us about the details of the appointment in good time so that we can make all
necessary arrangements.

As with the salutation, there are rules governing Yours faithfully.
the closing courtesy used in a business letter.
The closing courtesy should be written on the RSl
left hand side just below the last paragraph.

If yod know the person you are writing to, close the letter with:
Yours sincerely,

If you do not know the person you are writing to, close the letter with:
Yours faithfully,

Sign the letter below the closing courtesy. Often it is difficult to read a person’s signaturé, soto
assist the reader, print below the signature your name and title, i.e. Group Secretary, Chair-
person, etc.

KEEP A COPY OF ALL LETTERS SENT."
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CHAPTER 3
SOLUTION IDENTIFICATION AND PLANNING

The problem has been identified and a group of people have organized themselves to do something
about it. Now how can the group proceed to solve the problem?

SEEK ADVICE AND ASSISTANCE.

This handbook together with the workbook was written to help groups manage their projects
successfully. Each chapter describes step by step the stages required to accomplish the project aims.
A lot of time and effort can be saved by a group if they seek help and advice from people who have skills
and experience in solving problems. These can be people in the community who have previously
managed community development projects or outside organizations who run training programmes.

TRAINING

The group can organize training workshops to strengthen their management and organizing skills.
These can be run using trainers from within the community or from external organizations. Whoever is
used, a commitment will be required, certainly by the group committee and interested group members,
to attend the training sessions. If people are expected to give up their time, then the training provided
must be relevant.

WHAT IS TAUGHT, IS WHAT IS REQUIRED.
AND WHAT IS REQUIRED, IS WHAT IS TAUGHT.

It is important before any training starts that the group discuss and examine their training needs with
the trainers, and together design the content of the training programme to meet the immediate needs
of the group. It is likely that those attending the workshops are adults with many responsibilities who
have not attended school for some years. They will not be eager to sitin a classroom for long periods.
The length of each training session should therefore not be too long. Also, not too many sessions
should be held each week. There is no need to have all the training at one time. Tne sessions can be
organized to take place at appropriate times throughout the period of the project.

TRAINING MUST BE RELEVANT
AND WHAT IS LEARNT PUT
IMMEDIATELY INTO PRACTICE

NOW THAT A GROUP HAS BEEN FORMED,

- REPEAT THE ANALYSIS OF THE PROBLEM.

ALL THE GROUP MEMBERS MUST AGREE
ON THE PROBLEM THEY ARE GOING TO SOLVE
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SETTING OBJECTIVES

Remember, the group was organized with the objective of solving a problem. Many projects fail
because inappropriate solutions are applied to solving problems. This happens when the answer is.
identified before the question! '

Example:

An Aid Agency decided to provide a village with a water system. They installed a pump driven by a
gasoline engine, to pump water from the river up to two, four-hundred-gallon plastic tanks installed on
a wooden tower, built in the middle of the village. The women and children no longer had to walk down
to the river to fetch their water, but would go daily to the towerto fill their buckets. Forthe first few months
things went well. Then the supply of gasoline provided by the Aid Agency finished. The Village Council
decided that in future, to enable them to buy gasoline, they would make a small charge foreach bucket
of water. While some women decided that they could pay, most of the women went back to getting their
water from the river. Because so few people were using the pumped water the charge had to be
increased. There were a lot of complaints and grumbling. Soon the dry season started. Since the village
was only a short distance from the mouth of the river, salt water would flow up from the sea to the village.
So the pumps could not be used.At the end of the dry season the two tanks were removed from the
towerand placed next to the school where they were used to store the rain water falling offthe roof. The
pump was never used again!

A villager calculated that for the money the Aid Agency had spent on the pump, pipes and building the
tower, they could have provided each house in the village with its own storage tank!

Inthe above example, the aid agency had their answer first. They did not ask the question whether the
villagers could afford to run and maintain the pump, or even whether the river was a reliable source of
clean fresh water.

Do not fall into the same trap of choosing an answer before you fully understand the question.

In Chapter 1, methods were described of how to identify a problem. Once this has been done an

objective can be set.

During objectives analysis the problems are converted into objectives towards which activities can be
directed. It also includes examining the objectives to see if they are practical and achievable.

The analysis is performed in five steps:

* All the negative problems are restated as positive objectives. .
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* The objectives are then examined to ensure that they are both desirable, realistic and
achievable in an acceptable time frame.

* The objectives that do not meet the conditions mentioned above are modified. While those that
are undesirable or cannot be achieved are dropped.
Any new objectives identified during the analysis are added.
The overall relationships and interactions between the problems and objectives are examined
to ensure that they are true, make sense and cover all likely possibilities.

If a defined prroblem cannot be easily converted into a positive, objective statement, it may indicate that
the problem has not been clearly identified, and the problem requires further examination.

Let us apply this procedure to the example given in Chapter 1:

Example:

For some years the mains water supply, pipeline has been out of service. Households have had to rely
on storing rain water. Itis now the dry season. Last week the last ofthe waterwas used from the storage
tank!

The Problem Tree derived was:
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Al> WHATES To
wassy

Ao WRTSAR FDL
Bwrrnra o
wWASIVE Ccoraes|

ANo MNeorwe 75
DR TEL MO,

AO WinTER
Supery FoR T
AOUSE .

(coma Frogesr?).

MesvS e el

hoorme Sroescs

CHhRLlA Waree

Scrrey /8 oUT oF T £ 7S ST
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While the Objective Tree would be:
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If the Problem Analysis Chart method is used, the result is:
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Notice that the “core problem” has been converted from:

“No water supply for the house”.
To the “core objective”: ,
“To provide a water supply for the house”.

Objective statements always start with the word “To".

In the above example, what are the problems that have to be solved? One problem certainly is that
during the dry season, the creek that supplies the village with water turns saity. There might also be a
further problem: during the dry season, the women and children have to walk too far to collect water
from another source.

So the first problem is:
The lack of fresh water duning the dry season.

The first objective is:

To provide fresh water during the dry season.

The second problem is: ‘
The women and children have to walk too far to fetch water.

The second objective is:
To provide an easier way of getting water.

The second objective could have been identified as: To provide a source of water supply closer to the
village. However, stating the objective in this way is indicating an answer, by suggesting that some
source other than the creek should be used. We will see later how this narrows down the number of
solutions to the problem.

. AVOID LOOKING FOR SOLUTIONS
WHEN IDENTIFYING OBJECTIVES

IDENTIFYING SOLUTIONS

Before starting to look for solutions, list all the problems and objectives. Also agree upon their order of

importance.
l 087ecrivey '

Once the objectives have been agreed on a start can be made to identify all possible practical solutions.
Itis importantwhen identifying a solution not to choose your “favourite” solution too quickly, butto keep
an open mind. One method of doing this is called “brain storming” which is done as follows:

* The group committee and other members who can assist, hold a meeting.
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- A time limit is set, say 15 minutes, for each person working on their own to write down,
for each objective, all the solutions they can think of. People should be as imaginative
as possible. It does not matter how crazy or impossible the solution might seem, it
should be written down. (If people cannot write, get them to make simple drawings.)

- Then, using a blackboard and chalk or a flip chart and felt marker, list all the solutions
identified. At this stage people should try to avoid discussing or passing comments on
the solutions.

- After seeing what solutions other people have thought of, each person again workingon
his or her own, tries to think of more solutions. After the set time is up, these new
solutions are added to the list.

- Work through the list and decide which of the solutions are possible and which are
impossible. Again try to avoid choosing the solution too quickly.

The result of a “brain storming” session for the above example could be:
For objective 1- To provide fresh water during the dry season.

and objective 2 - To provide a easier way of getting water.
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Of course more solutions than the few listed above, can be identified.

At this stage the group should consider something that was ignored by the Aid Agency in the example
at the beginning of the chapter:

SUSTAINABILITY: that is, the ability of the project to continue to provide a solution to
the problem for as long as is required.

It will be seen later in Chapter 5, that sustainability is a critical factor considered by funding agencies
when deciding whether to make a loan or give a grant to a group to fund a project. Attention must not
only be given to the implementation, but also to the long-term running and maintenance of the project.
It was seen in the example, that one of the reasons the project failed, was that the villagers could not
afford to buy fuel for the engine. They also did not have the necessary mechanical skills to maintainit.
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The next stage in selecting the solution, is to consider the sustainability of the solutions identified. Even
at this stage, try not to make a final selection of a solution. Keep open as many options as possible.

The result of examining some of the options for the above example is:

L ]

Build a big storage tank to store the fresh creek water.

- The tank will have to be large enough to store watar for all the village for the
whole period of the dry season.

- Once installed it will have low running and maintenance costs.

- Where should it be built, close to the creek or the village?

Dnill a new water well in the village.

- The cost of dnilling a well could be very high.

- How deep will it have to be?

- Will it require a motor-driven pump, or could a hand-operated pump work?
- The well could be drilled nght in the middle of the village.

Buy a donkey to canry the water.

- Someone will have to be paid to look after it. ,

- When not carrying water, it could be used to transport other things for the village.
Hire charge could be obtained.

- Anew donkey would have to be bought when it dies.

Repair the mains water supply pipeline.

- The Water Authonty will have to repair and restore their water well, water
treatment plant and pumps.

- This will be a very large and expensive project, which the govemment will have
to manage.

- The system will have high running and maintenance costs.

It can be seen from the above four examples, that when a solution is examined for sustainability, the
results can be either positive, or negative, or you are left with more questions to answer! By this stage
a solution can be classed as:

practical, and it will solve the problem.
might be practical and it nsght solve the problem.
clearly will not solve the problem, and can be ignored.

The solutions in the first two classes can be further examined by asking the following questions:

Will it (the solution) work? -

It's all right having a good idea, but in practice will it work?:

Will “they” (the members of the group) work it? -

Many projects have failed, because for one reason or another the group members failéd to
support it.

There are examples where water wells have been drilled, and remain unused as the people

prefer the taste of the river water.




Or where items of equipment have been purchased, but soon failed because no one was
prepared to take the troulde to maintain and clean them. It was always the case of “Why should
I do it? Let someone else do it’.

* Is it (the solution) worth doing? -

The solution could cause bigger problems than the problem it was initially meant to solve.

To help villagers improve their standard of living, an overseas church group provided a tractor
so that the villagers could increase the production from their farms. There were four churches
in the village. The tractor was given for the use of the members of one of the churches. The
result was jealousy and quarrelling, in what had previously been a peaceful village.

Can it (the solution) be seen to make things better, or start to make things better?

It does not matter how good the solution is, it will only work if the people help to make it work.
People will only take the trouble to do this if they can see that they will benefit.

By this stage all the options should have been thoroughly examined and the list narrowed down to one
or two solutions.

IDENTIFYING PROJECT ACTIONS

Solutions can be regarded as the outline. The details have to be added. These are the actions.

) ) B G

One of the solution options for the above example was:

“Build a big storage tank to store the fresh creek water”.

The list of actions to achieve this, could include:

- Decide where the tank should be built, by the creek or in the village.
- Decide on the size of the tank.

- Decide what matenials should be used to build the tank.

- Decide on the method of filling the tank.

- Obtain the land to build the tank on.

- Design the tank and filling system.



- Buy the matenals.

- Build the foundations for the tank.
- Build the tank.

- Construct the filling system.

- Test the tank and filling system.

When considering the task, the above is just a part of the list of the actions that would have to be taken.

PROJECT PLANNING

When planning a project, a similar action list has to be made for all options still being considered.

PLANNING is the thinking out and then working out in detail, what has to be done and how it
has to be done.

When planning, ask:

What has to be done?
How is it to be done?
What is needed?

Who will do it?

When is it to be done?
How long will it take?

* ®» » % » 2

A good planner can identify the likely problems that could occur during the project and plan to prevent
them happening.

When preparing a project plan examine each activity and ask:

What has to be done first?
* What activities can be done at the same time?
* What will be done next?

PLANNING IS MATCHING TOGETHER:
Activities, time and resources n
M€ “RESOURCES

The stages to be followed in préparing a Project Plan:

Make a list of all activities.

Place them in the order that they should occur.

Estimate how long each activity should take.

Decide whether more than one activity can be undertaken at the same time.

» » » 2
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For example, for the building of a big storage tank to store fresh creek water, the following
project activities would be necessary. The estimated number of days needed for each activity
is given in brackets.

1.

ONONAWN

9.

10.
11.
12.
13.
14.
15.
16.

Perform a survey, to determine how many people will use the tank, how much water they
require and where they would prefer the tank to be built. (15)
Look for suitable plot of land. (5)

Purchase land. (100)

Design tank. (20)

Make list of matenials required. (2)

Make list of methods that can be used to fill tank. (1)

Examine each method to see if it is sustainable. (5)

Consult with Group members, and make choice of method. (5)
Design system for filling the tank. (10)

Make list of matenials required to build filling system. (2)
Purchase matenials. (25)

Ask for cost estimates for building the tank and filling system. (20)
Examine cost estimates, and choose contractor. (5)

Give contract for building the tank and filling system. (3)

Build tank and filling system. (30)

Test tank and filling system. (10)

The total number of days estimated is 258. But some of the activities can be done at the same
time, for example, activity 4 - Design tank. (20), and activity 6 - Make list of methods that can
be used to fill tank. (1).

However some activities cannot start until other activities have finished, for example, activity 4
- Design tank. (20), must finish before a start can be made on activity 5 - Make list of matenals
required. (2)

Itis easier to place activities in order and decide what can or cannot be done at the same time if a “Bar
Chart” is used to give a visual representation of the project plan.

ACTIVITY (DAYS) TOTAL DAYS
0 20 40 60 80 100 120 140 160 180

. Survey (15) ]

Look for Land (5) |
. Purchase Land (100) |

Design Tank (20) [ ]
Materials List (2) [ ]

. Filling Methods (1) [ ]

. Sustainability (5) [ ]

. Choice (5) [ ]

. Design System (10) [ ]

10. Materials List (2) [ ]

11. Purchase (25) [ ]

12. Estimates (20) [ ]
13. Choose Cont' (5) |
14. Contract (3) n

COND A WN =

15. Build (30) ]
16. Test (10) |




It can be seen from the chart above that a number of activities can be performed at the same time. All
the design, purchasing of materials and the employment of a contractor can be completed by day 88.
The project is delayed due to the time it takes to purchase the land, which has to be completed before
the building work can start. The whole project is completed in 160 days.

Projects are easier to plan and manage if they are organized into smaller “part” projects. In the above
example, the “part’ projects could be:

The Survey.

Selecting and purchasing the land.

Designing the tank and compiling the list of matenials.
Designing the filling system and purchasing the matenals.
Selecting and employing the Contractor.

Building and testing the system.

* *» *» *» » »

PLANNING FOR CHANGE

THINGS ARE ALWAYS CHANGING

Do not just leave things to happen. Plan and manage change. The group is undertaking the project to
solve a problem; they are working to change things. The group members hope that as a result of the
project things will be better. But this might not be so for all the community members; some will remain
unaffected while others might be disadvantaged! Projects can bring bad as well as good results to a
community. Do not just wait for things to go wrong; work to prevent problems from occurring. This will
require thought to be given to future events and results, and planning to make sure things do not go
wrong.

When planning a project, consider:

What are going to be the effects of the project?
How will things change?
* What is going to happen?

A SOLUTION SHOULD NOT BE CHOSEN,
IF IT HAS AN OVERALL BAD EFFECT ON THE COMMUNITY.

GROUP COMMERCIAL PROJECTS

The example given above is of a community project which could improve the quality of life of the
residents. Other group projects could be undertaken to improve the members’ money eaming ability.
This will require preparing a Business Plan for the proposed business.

A BUSINESS PLAN is an estimate of the future sales, costs and profit which can be achieved.
It consists of a SALES PLAN and an EXPENDITURE PLAN.

THE OBJECTIVE OF A BUSINESS IS TO MAKE A PROFIT.
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A business must be run so that it is sustainable. It must make a profitin order not only to pay the running
costs but also to provide money which can be used to help the business to grow.

In preparing a business plan you must decide:

* How much you want to sell ?
* How will you do it ?
* How long will it take ?

In estimating the sales you must decide how many products you will want to sell:
* For a farm project this will require you to decide what crops will be grown and how much.
*  Foracraft or manufacturing project, what will be made and how many.

Estimate for every month:
* How many products you will sell.

The price you will sell them for.

Muitiply the number sold by the price, this gives the sales.

*

*

The estimates for every month will give the SALES PLAN for the business.

Adding up the sales for every month will give the TOTAL SALES for the period. (In the case of a farm
project, there might not be sales every month but only at harvest time.)

To estimate the costs of running the business, make out a list, for every month, of the expected costs
for running the business. Items that could be included are:-

Cost of purchasing materials.

Labour costs ( Hired, Self and Family).
Rental charges.

Electricity and other fuel costs.

Interest paid on loans.

Transportation costs.

Taxes.

Repairs and replacement of equipment.
Miscellaneous.

* = % % % % * * *

The estimates for every month will give the EXPENDITURE PLAN for the business.

Adding up all the expenses for each month will give the TOTAL EXPENDITURE for the penod (One
year, or in the case of a farm project, this might be longer depending on the crops cultivated.)
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PROFIT = SALES - EXPENDITURE

Taking away the total expenditure from the total
sales gives the total profit for the period. As well as
calculating the total profit for the period, the monthly
estimates should be used to determine the “cash flow”
of the business. If, for a month, the sales are larger
than the gosts, money will be flowing into the business,
“positive cash flow™. However if the costs are greater
than the sales, money will be flowing out of the
business, “negative cash flow”, and for that month
funds will have to be found to keep the business
running.
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CHAPTER 4

RESOURCE IDENTIFICATION AND
COST ESTIMATING

RESOURCE IDENTIFICATION

The use of project plans to identify the activities required to achieve project objectives was described
in Chapter 3. To do what needs to be done, human, material and equipment resources will be required.
Information can be obtained from the project plan to assist in preparing a list of those resources.

As an aid in identifying the resources you will need, a Project Resources Form can be drawn up:

RESOURCES

ACTIVITIES ay HUMAN I o

EuPkeNT | ay

MATERIALS

(1) (2

L ~1~{

Step 1:

&)

L~

(4

Using the project plan to identify all the project activities, list these in column 1 of the Project Resources

Form.

Step 2: Examine each of the activities in turn and imagine how that activity will be performed.

Step 3: Ask: :

* Who is going to perform the activity?

* Will they require special skills or knowledge?

Make a list, in column 2, of the numbers and skills of all the human resources required.
Example: RESOURCES
If the project requires building activities, it must [ ™" [y | nman J oy | eouesent [oy | waterws
be decided whether a building contractor or Constuction | 1 | Contrect
individuals are going to be employedto do the | e Sy
work. If a contractor, then this information would Contrackor.
be entered on the form:

_~—~I~LL A —— I

If, however, it is decided to employ group pr——
members to do the work, a estimate must be AcTVNES oo T wamean Jow | cowpment Joy | matemws
made of the number and skills required. The prnsigucill I
information is then entered on the form: ; Em"’""




While making out a list of human resources, the [, Resounces
need for traiming (not listed on the original Pemer) [ e B B E
project plan), might be identified. This couldbe | ™ |+ | evom
added on to the plan and the Project Resources o R
Form, as follows:
more | |
:.:: I~ \/J__—/\ ./\,,/\J

All project activities should be examined and the human resources requirements identified.

Step 4:
For each activity, decide if equipment will be required. The equipment might be bought, rented or

borrowed. Enter the information in column 3 of the form.

Example: RESOURCES
A village farming group is going to increase the ACTVTES Yoy | aan oy [ coupent [ay [mareras
size of their farms. This will require clearing 10 Coarfore b | 1 PovrSaw | 1 Rl
acres of forest. The information is entered on
the form as follows: R el e
4 | Cullass
L/ A /\_,\/\., L A~

All of the project activities should be examined and all the equipment required identified.

Step 5:
Examine the activities and decide what materials will be required. Enter the information in column 4 of

the form.

RESOURCES
Example: ACTVMITES low | mowan Jow [ coument [y | mareris
In the following example, a group is redecorating |comey |'| ™™ 0| o ot
their Community Hall kitchen. One of the |“™™™|'| ™ S0 | White goss
activities will be the painting of the kitchen. The \ :_"'MM
matenials required are entered on the form as A P
follows: U N o B St Vet PN L

DO NOT FORGET
TRANSPORTATION COSTS.

Itis very likely that the equipment and materials will have to be transported. Also, members of the group
committee will have to pay visits to the bank or attend meetings. Transportation costs can be high, so
allowance should be made when compiling a cost estimate for a project.

When preparing a project cost estimate, consideration should be given to whether the following
transportation costs will occur:

* Delivering equipment and materials.
Visits by group members to attend meetings, visit the bank, make purchases etc.
* Visits by non-group members to perform tasks on behalf of the group.
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A Transportation Requirement Form can be drawn up and used to identify all the transportation
requirements. The form should be completed at the same time as the Project Resources Form.

Examples of possible journeys and their entry on the form:

DESCRIPTION JOURNEY DETAILS

No. From T0 Cost §
Monthly visit by the Treasurer to the Bank 18 Afford Rentown 3,500
Quarterly meeting with Funding Agency, 5 Afford Georgetown 32,250
attended by 3 Committee members
Visit of Chairman and one Committee 1 Afford Georgetown 4,300
member to Georgetown to obtain prices for
equipment.
Hire of tractor and trailer to collect wood. 1 Afford Rentown 11,000
Transporting chain saw purchased in 1 Georgetown Afford 3,250
Georgetown
efc

COST ESTIMATING

With the aid of the Project Resources and the Transportation Requirements Forms, the project
resource requirements can be identified. It is necessary to decide how these requirements can be
satisfied. The Project Resources Forin should be examined and a list made of all the skills and labour
requirements. Members of the group should be consulted to determine whether they or people from the
community can do the work, or whether a contractor will have to be employed. A list can then be made
of the group and community members who can take an active part in the project.

Most projects will require financial expenditure. A project cost estimate will have to be prepared to
determine the amount of money required to finance the project.

This can be done as follows:

In Chapter 3, it was illustrated how projects are easier to plan and manage if they are organized into
smaller “part” projects. Similarly, in preparing cost estimates it helps if the activities are grouped into the
same “part” projects.

Example: * Acquining the land
For a overall project to build a Crafts Training X gif;%?f;’;gtzgef::,‘g;’;%ns
Centre, the “part” projects could be: e

° @ ‘part” profect * Building the walls etc.

During the planning of a project, the activities of each of the “part” projects should be identified. Using
the procedures described above, the resources required can be identified. A cost estimate for each of
those resources must be calculated.
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With prices increasing continuously, how can future costs be estimated? When preparing estimates,
the current costs must be used. It will be shown later how a contingency factor is used to make
allowance for possible increases in costs.

WHEN PREPARING ESTIMATES, USE KNOWN CURRENT COSTS.
DO NOT GUESS WHAT FUTURE COSTS MIGHT-BE.

Expenditure can be grouped under five headings and their costs determined as follows:

*

Labour costs: These can arise due to the work performed by individuals employed by the
group, or by a contractor. In the case of labour employed directly by the group these have been
identified and listed on the Project Resources Form. To estimate the cost it only requires the
number of man days for each group of skills (carpenters, helpers, farmers etc), to be multiplied
by the unit cost.

Example:
3 carpenters are required to work for 5 days to build a storage bond. They are each paid $500
per day.

The total number of carpenter man days is 3 x 5 = 15 man days
The total cost for the carpenters is 15 x $500 = $7,500

“PART" PROJECT.- CONSTRUCTION OF STORAGE BOND

To assist in the preparation of DETALS N wan bavs

COST PER | TOTAL
estimates, a simple form can be drawn —— —_ ""‘:" =
up and completed as follows: tor roof @ 00

lasteling roof wv:;nm 1 800 z
When a group has to employ a contractor to - HeLPER () ' "
perform work, a cost quotation should be obtained. — —

To do this, a description will have to be given to the
contractor of the work to be done, and a written estimate of the cost of performing the work must
be supplied by the contractor. The quotation of costs should state exactly what work the
contractor will do and what materials and equipment the contractor will provide. Procedures for
obtaining quotations are described in more detail in Chapter 8. Some contractors might require
a fee to be paid for providing a quotation.

Materials: A list of all the required materials can be made from the information detailed on the
Project Resources Form. These can be grouped together according to the likely suppliers, for
example, all wood required etc. Estimates can then be obtained from suppliers for the cost of

the materials. “PART" PROJECT:- CONSTRUCTION OF STORAGE BOND

NAME OF SUPPLIER- ACE SUPPLIES Lid. Rentown.
To assist in the preparation of the OESCRIPTION mindl Poll Ml
estimates, a simple form can be drawn Sof woad 3°x 3° 1o06u | s0ew | 3000
up and completed as follows: 2 Naie 200 | s200 | <

oflc.

Equipment: A list of all the equipment can be
made from the information detailed on the TotaL | s«

Project Resources Form. Similar to the way estimates are obtained for materials, equipment
requirements can be grouped together with likely suppliers. Estimates can then be obtained
from suppliers for the costs of either buying or renting the equipment.
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To assist in the preparation of the “PART PROJECT.- COMMUNITY FARM PROJECT, LAND CLEARANCE.

estimates, a simple form can be drawn NAME OF SUPPLIER: MAIN TRADING Co. Lid. Georpelown

up and completed as follows: el Quantty § Unit Cost | COST

STHIL # 70 Chein Saw 1 $1080,000 180,000

. Transportation and accommodation: cutess S I Mt

By using a Transportation Requirement Form, otc.

the transportation costs likely to be incurred

during the project can be estimated. When - AL

attending meetings or paying visits to purchase

materials, it might not be possible to complete these activities in a day, and an ovemight stay
will be required. Therefore, in addition to the transportation costs, consideration should be given
to whether an allowance has to be made for accommodation.

* Miscellaneous: Expenditure can occur which cannot be grouped with any of the other items.
For example, the group might seek the assistance of an external organization to help with
training. Or the group might have to pay rent for the use of a building or land. These costs could
be identified under miscellaneous.

To obtain the estimated total cost of the project, the costs of each of the “part” projects have to be totaled
up and added together, as in the following example.

Example.

A group of farmers come together to organize a project which consists of:

- Clearing 50 acres of niverside land.

- Digging a main drainage trench and ditches.

- Planting the land, and tending the crops

- Building a storage bond.

- Buying and distnibuting tools and chemicals to the group members.

- Buying a boat and outboard engine, (to transport farm products to market).

The Project Cost Estimate Summary Form for the project would be:

ESTIMATE OF COSTS
*PART”

PROJECT LABOUR MATER'S EQuIP TRANSP MISCEL ' TOTAL
Land 100,000 10,000 200,000 20,000 - 330,000
clearance
Drainage 675,000 §0,000 250,000 25,000 - 900,000
scheme
Planting 30,000 20,000 - 5,000 . §5,000
crope etc
Storage 20,000 30,000 . 5,000 10,000 65,000
bond
Tools and . 50,000 50,000 5.000 - 105,000
chemicale
Boat and . - 500,000 45,000 - 545,000
Engine

TOTAL 725,000 160,000 1,000,000 105,000 10,000 2,000,000




The above form will provide a picture of the required expenditures. It can be seen that the figures in the
far nght hand column represent the totals for each of the “part” projects, while the bottom right hand
figure is the Total Project cost ($2,000,000). The bottom row gives the totals for each item, that is, for
labour $725,000 , materials $160,000 etc. Adding the figures along the bottom row also gives the
estimated Total Project cost.

For a simple project, there would be no need to divide the project into “part” projects. The above Project
Cost Estimate Summary Form, can be used to detail the estimates for each of the project activities.

Allowance must be made for one other expen- rrocr | csoum | watens | coor | reawer ] wsce ] o
diture item, namely Administration. This o B B il B : 300000
includes the costs of postage, telephone calls, orege | om0 | o | oz0000 | 28000 : %00,000
stationery, holding meetings etc. A simple way rews | seso | woe : s.000 . s8.000
of treating these costs is to make an allowance e | mew | oow . swo | oo | eso
based on a percentage of the total estimated Tome ot woo | w0 | so . 108,000
project cost, normally 5%. So, for the Farming Sat e sooo0 | «om : san000
Project detailed above, an allowance of 5% of - '

$2,000,000, i.e $100,000. S vy p—————— Ry

Itis very difficult to estimate the precise cost of The Total estimated project cost (hen becomes $2.100.000

a project. Not all activities might have been identified during the planning stage. Also during the life of
the project circumstances could change resulting in additional expenditure. Even when all the items of
expenditure have been correctly identified, costs can increase due to inflation. Therefore allowance
must be made to cover these possibilities. A Contingency item is added to the estimate. This is
calculated as a percentage of the total project cost, and can vary between 5% to 25% depending on the
confidence in the accuracy of the project estimate and the rate of inflation. If the estimate is thought to
be accurate and the rate of inflation is Iow, then a contingency of 5% can be used. However for high risk
projects or if the current rate of inflation is high an allowance of 25% should be made. It could be thought
wise to always use 25%. However, if you use too high a figure, it could make the cost of the project
appear to be so high that the project is never started. Similarly, there is a danger in selecting too low
a contingency figure. If things go wrong you could run out of money before the project is finished.

ESTIMATE OF COSTS
LABOUR MATERS EQUIPT TRANG" MISCEL * TOTAL
100.000 10,000 200.000 20.000 . 330.000

In the case of the above farming project, there
was some doubt over how much drainage
would be required. The current rate of inflation
was 10%. Therefore it was decided that a
Contingency figure based on 15% should be

$78.000 80.000 260.000 25.000 . 900,000
30,000 20.000 . 5.000 68,000

20.000 30,000 - 8,000 10.000 68,000

I

i
]
;
i

6.000 . 108.000

used' Seat and 800.000 48.000 - 848,000
Giving a final Project Cost Estimate of: 7T YT T R T

po————

TOTAL ESTIMATED PROJECT COST 2,100,000

—— eraed
CONTINOENCY @ 10% 316,000

TOTAL PROJECT 2,418,000
S eaCT &
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Cost estimates are not calculated just to find out the total cost of the project. Chapter 8 will show how
the project budget, together with the project plan, are used as important tools to assistin the successful
management of projects.

PROJECT COST ESTIMATES AND PLANS,
ARE USEFUL MANAGEMENT TOOLS.

Itis unlikely that all the project funds will be required at the start of project. For example, in the farming
project described above, land clearance must be completed before work can start on the drainage
scheme. Similarly, the drainage scheme must be completed before planting of crops can commence.
So the expenditure of funds is spread over the period of the project programme.

Using the project plan to identify when actions oy e ] e
will take place and the estimates to see the cost [ ———_fo==_f o== _J_o== 1 _owx

of each activity, the expenditure can be S - ' ' e
“phased” (spread out) over the project. A o b e Mt e
Project Expenditure Phasing Form canbe used |<™ " o o s
to assist. In the case of the farming project o e som e
detailed above, it is planned that the project Chemical : soom se0o0 s08.000
would take 12 months, with most of the = wooro | usoon : : s
activities occurring in the first 9 months. el BEET SN el Bt Bhesedll Biudll
The expenditure phasing will be as follows: c;;é,“ —— —— —— —T
It can be seen that the form provides details of

the phasing of the total project and also of the

individual “part” projects. oy EXPENDTURE PrASIG at e
In addition to expenditure, consideration should | =, 120000 200000 : : %0008
be given to income received during the planned | oore 100,000 300,000 400000 - #0.000
project programme. Sources of income could Pararg crece : . 2000 22,000 o000
be group membership fees, money eamed by P— : 10000 sa.000 s
the project, etc. For example, in the project poduird . sao00 seo00 . vou.000
described above the boat and engine will be Sost one - vemo . . -
purchased during the first two quarters. sl sao00 250w 25000 wamo
Therefore after the first six months the boat Csmrora | sesom | oo ] essso | s ] atoose |
could be used to carry freight and passengers, -l s4.000 110000 00.000 asee e
s0 eaming income for the project. Itis JJom | e 0000 753,000 08,000 241800
estimated that the boat will eam $100,000 oL : - wonsen | oneen | oeesen
every three months. The form can be modified pry a0 000 pope aroom | 2aveme
to show the income and so allow the funds necmeo

required for the project to be calculated.

It can be seen that the total estimated income is $200,000 and so the funds required to finance the
project is reduced to $ 2,21500,000. In the last quarter the income is @ven greater than the planned
expenditure, so the funding for the project will be required in the first three quarters.




CHAPTER §
PROJECT FUNDING

Most projects will require some financial expentiiture. Chapter 4 described how to identify the resources
required and estimate costs.

A decision will have to be made on how to finance a project. There are three possible sources of funds:

. Self help
* Loans
* Grants
SELF HELP

There are many forms of self.help. Each has in common that the group provides all or part of the
necessary funds or resources. These can be obtained by:

* The group organizing fund raising events, raffles, shows, barbecues, etc.

* If the group owns equipment, goods or property that it no longer wants, these can be sold to
obtain funds.

* Group members can make gifts to the group of money, and items that could be used for the
project or sold to raise funds.

* If the group participates in commercial enterprises, profits from these can be used to finance the
new project.

¢ Group members can give their time to perform project tasks unpaid.

LOANS

A loan is money borrowed for an agreed period of time. It costs money to get aloan. The lender charges
for the use of the money. Normally, interest is charged at a given percentage rate of the total amount
borrowed. So by the end of the agreed loan period, the original amount borrowed plus the interest
charged must be paid back.

Example:

$100is borrowed for one year at an annual interest rate of 5%.By the end of the year, the original $100,
plus the 5% interest charged, that is, ( 5/100 x $100 = $5 ) must be paid back making a total of $100
+$5=$105

Because the initial amount borrowed plus interest has to be paid back, a loan is only appropriate when
the project will make enough money to repay the debt. Suitable projects could be farming,
manufacturing, craft businesses and transportation, etc.

Loans for projects such as a community centre or village hall might be suitable, if sufficient profits can
be made from events to cover both the repayments and the ongoing costs of operating the project.

Loans are unsuitable for projects where it is unlikely that they could make enough money to pay off the
debt, such as improving roads, building schools etc.
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There are three main sources of loans:

PRIVATE INDIVIDUALS OR ORGANIZATIONS

Group or community members might be

prepared to provide loans. Similarly, organ-
izations or businesses which do not provide _
loans as their normal business activity might, if

they have a close association with the com-
munity, be prepared to assist the group by {n, S
providing a loan. ‘

SANK FOR DEVELOPMENT “‘4’3"'

Before entering into such an arrangement both the group and the lender should agree on the terms of
the loan, thatis, the length of the loan period, the interest to be charged, what would happen if the group
fails to make a repayment etc. Depending on the relationship between the lender and the group, a legal
contract might have to be entered into.

BANKS

Banks are in business to make a profit. They do this by charging interest on the money they lend.
Banks do notlike taking risks. So, to safeguard their money they require borrowers to provide collateral.
That is, the borrower must provide some form of security, so that if the borrower fails to pay back the
loan and interest, the bank can get back its money by some other means.

Example:

A group wants to start up a craft business.

They require funds to build a craft centre.

The bank could give the loan on condition

that the bank holds the deeds, (title documents),

of the centre. If the group fails to pay back the loan, E :
the bank has the right to sell the centre in order to % 5
get back its money. -

Banks normally prefer to give loans to existing organizations who have proven their credit worthiness.
New groups and businesses might find it more difficult to obtain a bank loan.

If a group considers that its proposed project is suitable for funding by means of a bank loan, the group
will have to prepare a “Loan Proposal Document”. This must show that the group can in the given time
make enough profit to pay back the loan and the interest charged.




BANKS DO NOT LIKE TAKING RISKS.
A GROUP MUST PROVIDE CONFIDENCE
TO THE BANK THAT ITS MONEY
WOULD NOT BE AT RISK.

Banks usually conducttransactions with professionally managed businesses. Therefore, when dealing
with banks, groups must demonstrate that they are equally competent.

When preparing a Loan Proposal Document, the information provided must be correct. Also the
document should be neat and well presented, if possible typed.

The proposal should include the following information:

* Description of the Group applying for the loan: Give a brief history of the group. Detail the
achievements of the group. Supply information on the number of group members and the
names of the executive officers and committee members.

Financial Support Information. Not only must an itemised budget be provided, but also a
business plan. This should give a complete and detailed picture of the income-eaming
capabilities of the project, i.e., the estimated operating costs, the expected sales, a cash flow
budget etc. This must show that the project will make enough money not only to cover the
operating costs but also provide sufficient funds to repay the loan and interest charges.

* Loan Requirement. This should give the exact amount of the funds required and how the money.
will be spent.

* Qollateral (Security). What security can the group provide forthe loan? Remember banks do not
like taking risks, therefore the collateral provided must be of equal or more value than the loan.

Business Review. No business or group can operate in isolation. A business is likely to have
competitors. The group will have to sell a productor provide a service to obtainfunds. To enable
the bank to make a decision on whether to provide a loan, it will need information on the overall
“market” in which the enterprise will be operating. The group will have to prove they know what
they are doing and are competent.

After preparing the Loan Proposal Document, the group can make contact with a bank. A letter should
be written to the bank managerrequesting an appointment to discuss the loan application. No bank will
grant aloan without first meeting the applicants. The main objective of the letter is to obtain a meeting.
Consequently, the letter should only contain a brief description of the group and the proposed project.
Full details should be provided at the meeting.

Enterprise Development Agenciés

Due to the difficulties new groups and small businesses have in obtaining loans, Enterprise
Development Agencies have been formed to assist such groups to start new businesses. While it might
be easier to obtain a loan from such agencies, they have rules govermning their operations.

Typically, some of these couid be:
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The loans are only given to non-govemment organizations (NGOS). This means that while
community development groups can apply, community councils are ineligible.

* The group must have five members who are already in business. There must not be more than
one direct family member in each group.
* A group leader is elected to transact business with the agency.

The same amount is loaned to each member of the group. There is a maximum limit on the first
loan given. When the loan is paid back on time, the next loan granted to the group could be up
to 50% more and the following one up to another 50% more.

* No collateral is required. Each member
guarantees the loans for every other
member. This is a very important rule
and its consequences must be under-
stood by all the members before an
agreement is signed. Simply, it means,
if one or more members fail to pay
back the loan, then the other
members of the group must pay back
that share of the loan as well as their

own.

* Members must make weekly payments into an emergency fund which is held for them by the
agency.

* Loans are disbursed (handed) to the individual members of the group.

* Interest is charged on a fixed weekly rate on the declining balance. Loans must be repaid on
time. If the repayments are not made on time, interest will be calculated at a higher rate.

* The group leader is responsible for collecting the repayment instalments and making the

payments to the agency. No part payments are allowed.

If a group considers that they might qualify for a loan from an Enterprise Development Agency, they

should write to or telephone the agency requesting a meeting in order to obtain more information about
the schemes. As part of the services provided by the agency, they will often assist in preparing a
business plan and budget, together with other training. However, before making contact, the group
should first decide on their own objectives and perform an initial review of their proposed business
requirements.

GRANTS

Grants, unlike loans, do not have to be repaid. They are given to finance specific project requirements.
The money must not be used by the group to fund activities which were not approved by the agency
which gave the grant.

Example:

No part of a grant given for the construction of a Community Centre should be used to give private loans
to group members. However, a specific grant could be applied for by a group to enable it to provide
loans to its members for stated activities, for example, to permit them to buy tools for their farms, efc.

Similarly, a group which has received funds to provide loans to its members to improve their businesses
cannot decide to spend it for other purposes, for example, to use the money to buy a mini-bus for the

group.




Grants are normally given to groups and not to
individuals. Some funding agencies will only
give grants to non-government organizations
(NGOs), and as such community or village
councils could not obtain a grant from them.

Funding agencies often direct their activities towards . B

target groups. For example, an agency might limit its activities to funding women’s projects. Others
might concentrate on agricultural projects. For that reason, it is important when seeking a source of
funds to find out what organizations provide grants for the type of project the group is proposing. Some
agencies run funding programmes for a given period, then might change their target group for the next
batch of grants. So it is wise to obtain firsthand information from the agencies, not only about their
current aid programme, but also on their future intentions.

The three main sources of grants are:

* Local individuals or organizations: grants could be provided by members of a group, friends,
local businesses, regional and community councils, religious and other organizations.

* National organizations: aid may be provided by big businesses or foundations and
organizations established to provide grants for specific or general target groups.

* International organizations: development grants may be given by foreign governments or
intermational aid agencies.

In the case of local and national businesses, they might not provide funds, but could give products
which can be used in the project or sold to raise funds.

How can a group identify the right agency? An ancient Chinese proverb states that a journey of a
thousand miles starts with one first step. So it is with finding funds for a project!

The first step could be: @

* To ask the Executive Officer of the Region for information on agencies or foundations which
have offices in the Region. Also ask about agencies which have previously aided groups in
the Region.

* Look in the local newspapers. Often reports are given on the activities of funding agencies.

* If there are other community groups which have obtained grants, seek information from them.

* Make direct contact with foreign embassies, and the United Nations Development Fund

(UNDP), to ask if they or an agency acting on their behalf provide grants. A list of Embassies,
Intemational Agencies with their addresses can be found in the telephone directory.

Even if the organizations contacted cannot assist directly, they will very likely provide information to
enable other possible sources of funds to be identified. Once one or more agencies which might provide
agrant has been identified, an application can be made. There is no harmin applying to more than one
agency. Butif this is done, and an agency asks if an application has been made to any other funding
source, tell the truth. A lie might damage the relationship with the agency and so hurt the project in the
long term.
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NEVER HIDE FACTS FROM A FUNDING AGENCY.

Even before looking for a donor agency, the group should start to prepare a project proposal document.
This is required to provide all the information necessary to convince an agency to approve a grant for
the group project. Remember that while the group members are intimately involved with the project and
are absolutely convinced of the justification of their case, the person(s) who will decide whether to
provide the group with a grant, might have no local knowledge or experience of the problem to be
solved. Consequently, great care must be taken in the preparation of the proposal. It should not only
provide accurate information, but also give a picture of the problem to be solved and the benefits to be
gained as a result of the project.

Some agencies have their own application forms, generally all require the same information. A project
proposal documentis not only useful when making initial contact with an agency, but if necessary, the
information contained can readily be transferred onto an application form.

The following format can be used for a proposal document:

* Title: this should highlight the most important feature of the project.
Example:
“ Reinstatement of a mains water supply to Afford village “.

* Summary: a brief description of the problem the group is trying to solve; the project; who will
benefit from the project and how; the total cost of the project and how much of this the group is
applying to the Agency for.

Example:

Since 1985, the mains water supply to Afford village has ceased to operate. It is proposed to
replace the unserviceable pump at the well and to install a new water distnibution system to all
the houses. All 678 residents of the village will benefit. The total estimated cost of the project
is $ 2.5 million, of which $0.5 million will be provided by self help. The balance is the subject of
this application.

* Introduction: this should give background information on the project. A brief description of:
- the community, and how people are affected by the problem to be solved
- the history of the group
- who is going to manage the project
- the main features of the project
- who will benefit from the project and how

* Problem: Describe the problem(s) to be solved by the project. Give full information of how
people are affected and where possible how many.

Example: _

In 1954 a water supply well was drilled at Afford and a windmill driven pump installed. From the
mid 1970s there were numerous breakdowns of the windmill and the pump. In 1985 the pump
again broke-down. Unfortunately, the manufacturer of the pump had gone out of business and
no spare parts were available. Since that date the residents of the village have had to obtain
their water from a stream located 2 miles away. This is done by the women and children fetching
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the water in buckets. During the dry season the water tums brackish and cannot be used.
. Obiectives: the resuits to be obtained by the project should be described.

Example:
To install a new windmill-driven pump and water distribution system which will provide,
throughout the year, an unlimited supply of clean water to every house in the village.

* Project Activities: Give full details of all the project activities required to achieve the project
objectives. Provide information on the project plan with a timetable of key events. If training
activities are part of the project, these should also be detailed.

* Sustainability: Describe how the objectives of the project will continue to give benefit after the
planned project period. If applicable, detail how the facilities provided will continue to be
managed and if required, the method of providing funds for the operating costs.

* Implementing Group: Give details of the name of the group, including a contact address. The
history of the group should be provided, detailing when and why the group was formed. State
what are the activities of the group, including, if relevant, information on previously managed
projects. State the number of members (number of youths, women and men), the names of
the executive officers and committee

members. Describe how the group will — - — -...:.. p -
be organized to ensure that the projectis |—— e Eee L D ey
effectively and efficiently managed. : o — e ’ —
. Budget and Project Funding: Give the e o woo | mem | oo
total cost of the project. Indicate the — e R B -
phasing of the expenditure (see Chapter |z« e o a0
4 for information on phasing). If relevant, Sou e — s e
provide an estimate of the future on- Aomresvenen
going operating costs. Explain what e e e e
contribution the group will make in cash, comme [ mam | v 7™ o | seow |
in kind and/ar services. Detail any funds p———ry mom 1 seoo pompony oy R,
already obtained or promised by other e
sources; and if any applications have or o
are going to be made to other sources. - Il B Bl Bl Hhsne

An application can be made to an agency in one of the following ways:

* If the group is sure that their type of project is funded by an agency, write requesting a meeting
to discuss the proposed application, and provide the agency with a copy of the Project Proposal
Document.

* If the group is unsure whether the agency will fund their type of project, write a letter containing

a brief description of the project, and request either a meeting to discuss a possible application
or details of the types of projects they fund and an application form.

itis likely that following an application, the agency will assign a Project Officer to the group, and explain
the agency’s requirements for project management, reporting and keeping financial records.



COMBINED FINANCING

The types of projects suitable for obtaining loans from banks and enterprise development agencies are
limited. Also, as a result of local and intemational factors there has been a reduction in the amount of
funds available for grants to community development groups. Consequently, methods have to be
devised to maximise the use of available resources.

‘Most agencies now expect a group to make a contribution in the form of self help. This can be by the
group providing money, materials and/or unpaid labour for project activities.

To make the most of available funds, the group should consider whether all or part of the project could
be funded by loans rather than grants.

If profit-making activities are undertaken, a group might consider devising their own “Revolving Loan
Scheme” to finance all or part of the project. Rather than using a grantto finance all the project activities,

part of the funds might be sought to establish for group members a scheme similar to that provided by
an enterprise development agency.

Example:
A farming group wanting to increase the amount of land under cultivation might consider financing the
proposed project as follows:

The estimated cost of the project is:

$ $
Land clearance 200,000
Drainage scheme 800,000
Planting crops 100,000
Building storage bond 50,000
Buying tools and chemicals 100,000
Training 50,000
TOTAL 900,000 400,000

An application could be made for a grant to finance the project as follows:

$900,000 for the direct expenditure by the group forthe drainage scheme, building a storage bond and
training.

$400,000 to be used as a fund to give loans to individual farmers to cover the costs of land clearance,
planting crops and buying tools and chemicals. The farmers could be charged a low rate of interest to
coveradministration costs and to compensate forinflation. When the first set of farmers have paid back
their loans, the money can be used to give other farmers loans so that they can also finance
improvements to their farms.

If such a“Revolving Loan Scheme” is initiated, consideration will have to be given to the rules goveming
the management of the scheme, for example:

* Will collateral have to be provided when aloan is obtained? Orwill group members have to form
small groups and stand as guarantors for each other.

Procedures for applying for a loan.



* Procedures for considering loan applications.
* Actions to be taken in the event a member fails to pay back the ioan.

Whichever method the group chooses to fund their project, they must prove to potential providers of
funds that they are well organized and capable of successfully completing the project.

The first opportunity they will have of demonstrating this is by preparing and presenting an accurate and
comprehensive Loan Application or Project Proposal Document.



CHAPTER 6
BASIC BOOKKEEPING AND KEEPING RECORDS

Bookkeeping or accounting is keeping a record of details every time money is spent or received.

Most people handie money. They spend it when buying things, and receive it when they sell something
or when they are paid wages. Yet, how many people keep a record of these events? Why must a
development group keep accounts? The big difference is that when a person spends his or her own
money it is that person’s own affair. However, when a group makes a money transaction it's the
group’s money that is being spent. Therefore group members have the right to know what is
happening to their money. Also, if a group receives a loan or grant from an aid agency, one of the
conditions of obtaining the assistance will be that a record of all expenditure must be kept.

It is the responsibility of the group’s treasurer to keep a record of all financial transactions. The
treasurer, must not only show, but also prove what has happened to the group’s money. The accounts
only show how the money has been used; they do not prove how the money has been spent. How can
proof be provided? By obtaining and safely keeping all receipts, bills and invoices.

. EVERY TIME MONEY IS SPENT OR RECEIVED,
PROOF OF THE TRANSACTION MUST BE OBTAINED.

INVOICES AND BILLS

Invoices are given when a credit transaction is undertaken, for example, purchases made or work
perfoomed with payment made at a later date. Duplicate invoice books can be purchased. The
completed top copy is given to the purchaser while the carbon copy is kept as a record of the
transaction. The use of duplicate copies is a simple mean$ of keeping a record of how much money is
owed to the group and by whom.

The following is one type of invoice form. When completing an invoice, details must be recorded:

* In the top left hand comer, a reference number. It will be shown later how this number assists
when making a check of accounts. The reference number can be either a number or a
combination of numbers and letters.

Example:
The first invoice could be 001,the next 002 then 003 etc. Or A/001, A/002, A/003.

* Under*“ Deliver To:” the name and address of the person or organization making the purchase
is entered.

* The date that the transaction takes place.




Ne. L. IMVYDICE
"A® STAR SUPFPLY LUtA.

. Details of the transaction. What was purchased,

the quantity and the cost. Or details of the e T
service provided. peitves yo . L -
p ..:"Z:%’af:/” races <Al 7o
. When the goods are delivered, the L =T
person who receives them must sign as P it i .
proof of delivery. The date of delivery 2 g ol
must be shown. -

TOTAL 8 |gpue>
g

Received By s’% lec--ul Date .l,“"ﬂu.‘.".

An invoice can also be issued when work is performed, with payment to be made at a later date.

Example:
A women'’s development group decide to build a bond to store their tools and equipment. They know
that they will have to wait for the first harvest before they have funds to pay for the work. The contractor
agrees to wait for payment for his work. When the construction is finished he issues an invoice for the
total cost.

A Bill is given when a cash purchase is e eram iy ea
made,(“Cash” can mean payment with money R X
or bank cheque.) A bill is also made out when e T ki -
payment is required for a credit transaction. The ridrene, #Romrsmcd” . e ST
details recorded are similar to thoseonan | ——— R
invoice. Quantiry Description '::c. R

7/ Grasow Ot N Sow
When the bill is paid it can be stamped and -
signed as proof of payment. It then serves as a iR Shemke
receipt.
RECEIPTS ———=

A receipt can be written out and given as proof of cash payment. It is important to note that receipts
should never be issued for credit, only for cash transactions. Duplicate receipt books can be purchased.
After filling in the details, the top page is given to the person making the payment and the carbon copy
kept as a record of the transaction.

There are many different designs of receipts but they all allow the following information to be recorded:

. R K ol onl P
* The reference number of the receipt. e
Each receipt must be given its own :";':o:':‘z <. 2 < :/-: "M”"; -
number, i.e. the first one - 01, the next m@;%./.-,é.).n'./. o daresses o 1Rk
02, and so on. 3.6400' Y o |
With thanks
. The date on which payment was received. Receipts must be obtained at the time of payment.
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The full name of the person in full or organization making the payment.
The amount paid. This is recorded both in words and at the bottom lefthand comer of the receipt
in numbers. “Dollars only” is written after the amount in words, and lines drawn after the

amount in figures. This is done to make it more difficult for a dishonest person to change
the details.

Details of the transaction, i.e. the items purchased or the service provided.

ACCOUNTS
Invoices, bills and receipts are the proof of transactions. Accounts are kept in order to keep a record

of all the cash transactions. There are many different ways of recording the information. No one way
is better, but whatever method you choose must:

Be consistent. The same rules for recording the information must be used every time.
The accounts mustbe “auditable”. In otherwords, it must be easy to check thatthey are correct.

Accounts that can only be understood by the Treasurer, are of no use.

One method of recording cash transactions (payment or receipt, of either money or a bank cheque),
is by keeping a Journal.

For every cash transaction the following information is recorded in the Journal:-

Column 1 The date of the transaction.
Column 2 Full details of the transaction,i.e. what was purchased or what work was undertaken.
Column 3 The reference number of the bill or receipt or bank cheque.

Column 4 If money is received, the amount o | D o (bt |t | e
in figures is entered. If money is ! ! !
paid out, a short line is drawn
through the column to show that " o al w - -

no entry has been made.

Column § If money is paid out, the amount
in figures is entered. If money is
received, a short line is drawn
through the column to show that
no entry has been made.

Column 6 The “Balance” records how
much money is left after the
transaction.




Example: PAGE BUMBER: 01

A development group receives a grant of $10,000 b | e el Pt Bl et
from a funding agency on the 1st February 1995. lsc. | Punds received £xom | 145 | 10,000 10,090
Fel I.D.A. Development
95 Agency.
On the 2nd February the group purchases 2nd. p:,c:,, of wod | a0z | -ienen 2.000 | 8000
$2,000 of building matenials from “A” Star s |Lea N Star seely
Supply Ltd. Eg;. ::m::’,’,’?é,f“ N Ll N L BT
On the 3rd February, Marry Williams paid her jrd: | rurchase of maile | 8/5 |- 600 | 7500
membership fee of $100, and $600 of nails o
were purchased from The “Big” Shop. sazaxcE

i (@ 3)
The page is now full, and no further entries can be made (a Journal book that can be purchased will

allow far more entries to be made on one page).

PAGE RUMBER: 01
Before a new page is started a “balance” must Oow | Bk bl it B B
be made of the first page. 1st. |Funds received from | 145 | 10,000 10,090
Feb 1.D.A. Development .--
95 Agency. R
a) Write down the last Balance figure on 2d. | purchase of wood | A0k | oo 2.000 |4#,000
the bottom line, ie 7,500. 95 | Led.
3rd. Payment of oo1 100 | ----- 8,109
. . . Feb membership fee by
b) Add up all the entries in the received 95 |Marry Williams.
column, and all the entries in the paid o | furchage of paile | B/ | --oo o0 | 7500
column. The two answers are entered *
on the bottom. ard. BALANCE 10,200 |2,600 |7,500

Feb
95

The total received (Column 1) is $10,100. The total paid (Column 2) is $2,600. @ @ 3
If the total of Column (2) is subtracted from that of Column (1) the answer:-

10,100 - 2,600 = 7,500

Note that this is the same as the balance entered in Column (3).

THE TOTAL RECEIVED, MINUS THE TOTAL
PAID, MUST EQUAL THE BALANCE.

If the difference does not equal the balance, a mistake has been made, either in the calculations, or
figure(s) have been entered in wrong column(s).

The advantage of using a journal is that it provides a method to check whether mistakes have been
made.

The next transaction should not be waited for before starting the new page. When the page has been
balanced correctly, the next page should be started.
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PAGE BUMBER- __ 02

This is done as follows:-

) )

a) Enter the page number. Jrd. | Balance Brought 10,100 | 2.600 7,500
b) Enter the date in the first column.
) Under details write, “Balance Brought

Forward”. Or for short “Balance B/F”
d) Enter the figures from the bottom of the

received, paid and balance columns on

the previous page onto the top line of the

new page. —

PROJECT DIARY

As well as keeping a Journal, there are also advantages in keeping a Project Diary. Projects can take
months or even several years to complete. During this time there may be changes in the membership
of the group committee. By keeping a diary the group will always have a record of the main events that
occurred during the project life. This will enable the group members to check back on why decisions
were taken and to learn from their mistakes and also from what was done correctly.

It will also provide information 10 enable the group to make decisions in the future.

Each day, record the date and a brief description of the important project events that occurred that day.
A school's exercise book can be used for the purpose.

Example:
A group managing a community farm project could record.-

* Purchase of planting materials, tools, chemicals etc.
How much was purchased, the supplier's name and the price paid. Additional information could
include whether a discount was obtained, efc.

* The time spent working on the farm. The names of the group members who helped with the
work. Were they paid, etc.
What and how much was planted in each field.

* The amount of crop harvested from each field.

From the above information together with the details recorded in the joumal, the cost of producing the
crop can be calculated. Knowing the costthe group can then decide upon the price they want to charge
for their products.

Afterthe crop is sold, details of the sale should also be recorded in the diary. Soon the group will gather
useful information which will help them to make decisions on what crops to plant in the future, for
example, will they make more profit from planting cassava, or beans, efc.




BANK ACCOUNTS -

Consjderation must be given to the safe keeping of the group’s funds. If this is only a small amount the
committee might decide that the treasurer or some other committee member should keep the money
safe. However, if the group receives aloan or a grant, it is likely that the funds will be paid by cheque.
For a large amount a bank account should be opened in the name of the group.

A BANK ACCOUNT MUST BE IN THE NAME OF THE GROUP,
NEVER IN THE NAME OF A COMMITTEE MEMBER.

There are two types of bank accounts, Deposit and Current. Both have their advantages and
disadvantages.

Type of Account Advantages Disadvantages
Deposit The group's money eams Representatives of the
interest. group have to go to the
bank to make
withdrawals
Curent Funds can be withdrawn by The account does not
writing a cheque. There is no eam interest
need to go to the bank to make
withdrawals

With a deposit account the bank pays interest on the money deposited. If the interest is set at 10%,
then the group’s money eams $1 for every $10 kept in the account for one year.

Example:
Ifthe group places $100 in a deposit account, one year later it would have earned $10, so it would then
have $100 + $10 = $110 in the account.

With a current account the group is given a cheque book. With cheques group representatives do not
have to go to the bank to make withdrawals. All cheques can be written in the name of the person or
organization who is to receive payment. Then they can go to the bank to obtain the money.

A cheque is filled in as follows:- e 0% Aracc g6
' THE BAIK OF SEVELOPMENT LIMTED.
* The day’s date is entered in the top right "'"""; .
hand comer. PAV:..... A0 GPWOAR e Iy
. On the next line, the name of the L ’f/z:"" _ﬁ‘f“’ ¢ Leed
organization or person who is to receive "“f’ ' (e
the money. e 2430 o, 20436 A Kkt
* On the two lines below the amount in ‘ ' a Wohons
words.

Note the word “only” and two lines have been drawn in. This is done to prevent anyone from
changing the amount of the cheque.

* The amountin figures is entered in the box. Again two lines are drawn in to prevent figures from
being added.
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* The authorized signatories sign the cheque at the bottom right hand comer.

In the bottom left hand corner there are two numbers printed. The firstis the number of the account, the
next is the number of the cheque. Like a receipt, each cheque has its own reference number.

Ifthebank accountis in the name of the group, the group will have to nominate who can make payments
into and withdrawals from the account. Whether it is a deposit or current account, normally three
members of the group committee are selected to be the signatories for the account. Any two of the three
can sign a cheque, or for a deposit account go to the bank with the bank book to make a deposit or
withdrawal.

A group can open a bank account as follows:

After the three persons who will administer the account have been chosen, they should go to the bank
taking with them:-

. Their National Identification Cards. '
* A letter of authorization from the group, stating what type of account should be opened and
identifying the three persons who will be the signatories.

RECORD KEEPING

As well as keeping safe all bills, invoices, receipts and other financial records, all other group and
project documents must be kept safe.
These include:-

* All agreements and contracts entered into by the group.

* All correspondence, both letters received and those sent by the group. Always make a copy of
letters sent.

* Minutes of meetings.

ALWAYS KEEP SAFE ALL RECORDS OF GROUP ACTIVITIES.
THEY WILL PROVIDE INFORMATION TO HELP THE
GROUP MAKE DECISIONS.
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CHAPTER 7
PROJECT SUPERVISION

Undertaking a project is similar to going on an adventurous journey. There will be twists and tums and
unexpected events. To assist on a journey maps, tickets and a compass may be needed. Similar aids
can be obtained to help a group to manage a project.

The project “route map” is the project plan together with the budget. The procedures used to make a
project plan are described in Chapter 3. The plan lists the project activities and the order in which they
should be performed. By using the plan, a group will be able to check on the progress of their project.
Members can see if activities are being completed at the correct time and in the right order and identify
whether delays are occurring.

While the plan is used to confirm that events are happening at the right time, the project budget is
employed to check that the project funds are being spent properly. in Chapter 4 the preparation of a
project budget and phasing was described. The budget not only states how much money should have
been spent and received, but by checking with the planned expenditure phasing, it can be seen whether
the project is proceeding according to plan.

Example:
In Chapter 4 the example was given of a group of farmers who came together to organize a
project which consisted of the following tasks:

Clearing 50 acres of riverside land.

PART" OPENDITURE PHASING CreoTwme
. Digging a main drainage trench and il e .. - - .
Planting the land and tending the crops. |
* Building a storage bond. Oranege won | ammo | oo %00
* Buying and distributing tools and chemicals | mews ows . nm 8 o
to the group members. ———— B -
* Buying a boat and outboard engine. Yo s
Chamicsls 90,000 $8.000 108.000
The planned project budget and phasing was as " 40000 tes000 . ses.0m0
follows: homnemetn 1 o 2500 2500 000 a0
wrone | saom | roem | weom | s | aweew
Excluding the amount for contingency, after couw | w0 | voso | oo o | o
three months the project expenditure should o 1 oo | soso | momw | woo | zemse
have been $655,000. o
.m - (100,000 (190,000 [ ]
In reality it was found to be only $150,000. row | e | e | e | ooue | aneoo
REQUIRED
A meeting of the group was held and it was found that:
Land clearance had only just started.
* Because of the delay in commencing the land clearance, work had not started on the drainage

scheme. :
* The order had not been placed for a boat and engine.
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* Administration costs were $65,000 compared to the planned amount of $25,000.

Following discussions, the chairman admitted that he did not have the necessary management skills.
The committee had failed to organize the members into working parties to start the lJand clearance. The
administration costs were so high because members of the executive had made a number of
unnecessary expense-paid journeys with overnight stays.

The group members agreed to ask the funding agency to assistance them to provide project
management training. Following the training, a new management committee was elected.
MONITORING AND EVALUATION

From the above example it can be seen how the project plan and budget can be used to check an
project progress. Itis important not only to examine the total project expenditure, but also to review the
progress and costs of individual project activities.

MONITORING
IS
COMPARING
EXPENSES BUDGET
AND AND
ACHIEVEMENTS PLAN

~——___ AGANST ___

If the achievements (activities), are not in agreement with the project plan, or the expenses with the
budget, the following questions should be asked:

Does it matter?
* What s the effect?
Is it better or worse?

* What will be the effect on other planned activities?
* What is the overall effect on the project?

Itis not necessarily a bad thing when a project does not proceed exactly in accordance with the plan.
Equally, it is not necessarily a good thing when a project proceeds exactly in accordance to the plan!
During the execution of a project, a group must be prepared to leam and gain experience. Information
will become available which will enable the project plan to be reviewed and updated. However, before
a project plan is amended the full effects of the change must be considered.

A BALANCED VIEW MUST BE TAKEN
WHEN EVALUATING PROJECT PROGRESS.




DECISION TAKING

The success or failure of a project will depend upon the ability of the group to take decisions. It does
not matter how good a group is, it will never get all the decisions correct! The important thing is to
recognise when a wrong decision has been taken and to take corrective action, and not make things
worse by justifying the wrong decision. All decisions have some degree of uncertainty, some more than
others. Generally there are two ways of making decisions:

* The methodical way. Where all available facts are gathered and analysed, and a prediction of
the possible outcomes made before the final “decision” is taken.

Using hunches or intuition. The decision is based on a “feeling” on what is right, rather than
as a result of the analysis of information.

The method individuals use depend upon their training and personality. A good manager knows when
to use one method or the other. The methodical method is more suited in a well ordered situation, where
all the facts can be collected and examined. However, when uncertainty prevails, it is better to take
decisive action quickly. The result of the decision will generate information which will enable a check
to be made on whether the correct decision was taken. in other words, in cases of uncertainty, the best
thing to do is to do something that will provide information.

-~-

DON'T STAND THERE WORRYING, DO SOMETHING

When taking decisions, ask, and answer one question at a time. Try to keep the questions simple.
Gather just enough information to enable a decision to be made. If too much information is collected,
itwill only over complicate the decision-making process. If the decision is whether to do something, ask:

* Will it work?
* Will “they” work it?
It does not matter how good the committee might consider the decision to be. It will only work
if the group members agree and are prepared to put it into practice.
* Is it worth doing?
Some corrective actions cause more problems than the initial problem they are trying to solve.
* Does it solve the problem?
itis pointless doing it unless it works!
Can it be seen to make things better, or start to make things better?
People will be more prepared to help if they can see that their efforts will be worthwhile.

Theadvantage of working in a group is thatthe members usually have a wide range of experience. This
should not be ignored, but used for the benefit of the group. If the committee is uncertain what to do.
consult and seek advice.

When corrective action has to be taken, do not look at the narrow picture, look at the overall effect on
the project. '

Examine what are the options, ask:

*

What was the cause?
* What is the effect?

65



When action has to be taken, make a decision and then act decisively. In these circumstances it is very
important that once a decision has been taken, all those concerned are informed. Check to make sure
that they understand what has to be done.

CONFLICT RESOLUTION

Unfortunately during a project, not only activities can go wrong, but also conflicts can arise in a group.
These should beresolved as soon as possible before they resultin permanent damage to the group and
disruption to the project. When a disagreement arises, how it will be resolved will depend upon:

* How forceful both sides are.
* How willing they are to work together.

Small misunderstandings and disputes should be resolved as soon as possible. Rather than argue, ask
questions and listen. If both parties are reasonable an acceptable solution should emerge.

The extreme case is when two factions in a NP =
group are both forceful and are not prepared to :\ ) - ./
work together. In these circumstances the- 20 -~

assistance of a third party should be sought to ( \‘\é’gq__

mediate between the two groups.

Ultimately, they will have to decide whether they can work together for the benefit of the whole
community or whether the group has to be restructured. The second alternative could have serious
implications if external funding is provided in the form of grants or loans. In this case, the funding agency
must be consulted immediately.

MANAGING CHANGE

Change is the inevitable result of all projects. Some of the changes will be the desired results of the
project while others might be unpredicted consequences. Undesired changes should only happen
infrequently in a well managed project. it should be recognised that things are always changing. They
only appear to be constant when circumstances and forces which would cause change are balanced
by counter forces. As soon as a project begins the process of change is put into place. At the design
stage of the project and throughout its execution, the group should be aware of the implications of their
activities and, ask:

How will things change?
* Will things be made better or worse?
* What are the possible desired and undesired consequences of the project activities?

By being sensitive to the consequences of its activities, the group can manage change and control
events. Managing is making things happen the way the group wants them to. The group should control
events rather than respond to them. To do this the successful project manager must keep informed,
plan, monitor, evaluate, make decisions and act. Itis not sufficientto be aware of what is happening at
the present moment. Plans and predictions should be made on future activities.



¢
|

present next next next next next
events action cay week month year

Good managers know their resources:

. the people they work with,
v the things that have to be used, equipnrent and materials
v the available funds (money)

In addition, they are honest with themselves. They recognise their weaknesses and strengths. They
compensate for their weaknesses and take advantage of their strengths.

To achieve a successful projectresult, the group’s activities will have to be managed. Management can
be provided by members of the executive or committee, or by a specially elected project management
committee. It is important that the “managers” are given the necessary authority and they accept the
resulting responsibilities for managing the project.

Managing the project will require working with people. The ideal manager is someone who provides
support to the personnel undertaking the project activities. They achieve results through other people
working well. Good managers:

* Make sure that the group members who work on the project know what they are expected to do.
People are not mind readers! They must be given clear instructions.

* Get everyone to work together in a team.

. Watch that things are being done as required.

* Give advice on how to improve.

To get the group members to work well:
- Give praise
- Listen and ask for advice and suggestions.
- Give responsibility.

Treat the group members as individuals.

- Treat everyone fairly.

Managers should not have as their own main objective, proving to others how good they are. Rather,
they should strive to help the group members to accomplish the project successfully.

A GOOD MANAGER ACHIEVES RESULTS BY OTHERS WORKING WELL.
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PROJECT MANAGEMENT

Unlike management of a business, where the employer has authority, management of a group project
will rely upon the participants voluntarily giving their full cooperation. This means thatthe managers will
have to be even more sensitive to group members' needs and feelings.

The management style used in dealing with a contractor employed by a group will depend upon the
attitude of the contractor. If a contractor is dedicated and honest, very little supervision will be required,
other than to ensure that the contractor understands the group’s requirements and agreement is
reached on the fees to be paid. When dealing with a dishonest or unscrupulous contractor, the group’s
expectations must be made very clear. Also, he must be made to appreciate that the group will only
accept work of the required standard for the agreed price. The contractor's activities should be
monitored, and any unsatisfactory work brought to his attention. If the contractor fails to respond
appropriately to verbal instructions, dated written instructions should be given and a copy kept. Only in
extreme cases when the contractor fails to meet the contract requirements should he be dismissed.
Problems with contractors can be avoided by the initial careful selection of the contractor. This will be
dealt with in more detail in the next chapter.

FINANCIAL CONTROL

One of the potential sources of conflict in group activities is the use and control of funds. A group’s
constitution has an important part to play in defining the procedures for the control of expenditure. If a
group receives a grant from a funding agency, it will state the required procedures the group has to
follow. These will broadly cover procedures for the management of project funds and for record

keeping.

To avoid conflict and arguments, before starting the project the group should put in place rules to be
followed when the group wishes to spend money. The budget gives details of what the funds should be
spent on, and when, but not how or where.

The group should select a number of members to act as a Finance and Purchasing Sub-commiittee. Its
duties would be to:

* Prepare tender documents for contracts;
review tenders received for contracts;
select contractors to perform work. This
will be dealt with in more detail in the
next chapter.

* Review quotations for the supply to the
group of equipment, materials and
services, approve the release of funds
to purchase equipment or materials.

The number and membership of the sub-committee should be decided at a meeting of the group
members. For practical reasons the committee should consist of at least three members, the approval
of any two of whom would be required before funds can be released. There is no hard and fast rule on
who the members of the sub-committee should be. They could include members of the executive or
committee or other group members. The important thing is that they should be trusted by the group
members and experienced in making financial transactions.
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It would be impractical to require the sub-committee to approve all expenditure. For example the
secretary may need to buy a stamp to post aletter. To cover small expenditures, a petty cash fund could
be kept by the treasurer. A limit is set on the maximum amount per item that can be bought from petty
cash. Purchases above that limit should require the approval of the sub-committee. When a petty cash
account is kept, every item of expenditure must be recorded in a petty cash book used especially for
that purpose, and where possible receipts obtained.

QUALITY CONTROL

When workihg for the group, members might not pay as much attention to quality as they would when
performing activities on their own behalf. For this reason attention must be paid to quality control, to
ensure:

* When purchases are made, value is obtained for the money spent.
Check on the quality and quantity.
* When work is performed, the desired quality is maintained.

Particular attention must be paid to the quality of work performed by a contractor working for the group.
As the project proceeds, quality standards tend to drift and people become more lax in maintaining
good standards. For this reason, from time to time standards should be reviewed by the committee.

PLANNED PROCUREMENT
ACTMTY (DAYS) TOTAL  DAYS
For the project to proceed smoothly without T T T L .
unnecessary interruptions, equipment and 1. Sevey (19 -
matenals must be made available on time. i et S
To achieve this, future events should be « oo T 0 —
examined with the aid of the project plan, 5 Mk Ll 2) —_—
and a list of the required resources compiled. s rms s -
Many items can be purchased “off the shelf ¢ Gan e -
and can be readily obtained when required. % wow g -
While others are “long lead” items, which have "™ -
to be ordered in advance. Failure to identify 1@ -
*long lead” items can cause delays. W Gomaa O .
15. Buld (30) ]
Example: pabiuakisl -

Wood for the construction of buildings should be allowed to season before use. Green wood shnnks
and splits as it dries. Consequently, wood should be purchased in advance of the planned date for
starting the construction work.

While it is important to arrange for equipment and materials to be available at the right time,
unnecessary purchases should not be made. Money spent at the wrong time is money not available for
other use.

Example:

In the example of the farming group given at the beginning of the chapter, tools and chemicals are due
to be purchased during the 2nd and 3rd quarters. If these were purchased during the first quarter this
would result in funds planned for other activities having to be used. This could result in delays in the
project, if for example, funds were unavailable to complete the land clearance.
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TIME MANAGEMENT

For the project to be successful, group and committee members will have to devote time to project
activities.

Time, like materials, is another resource which
has to be managed. If group members have a
limited amount of time available to dedicate to
the project, then this should be used effectively
and not wasted. One way that time is wasted is
by keeping people waiting. If a time is set for a
meeting or work activity to start, members
should make every effort to be there on time.
To keep people waiting is to steal their time.

Another form of time wasting is poorly conducted meetings. For example where the chairperson fails
to control the meeting, allows discussions to wander off the subject, and the same thing is said over and
over again, and still no decisions are made!

Project delays can occur when afew people try to do everything themselves rather than delegate duties
to group members. Those selected to manage a group project should appreciate that they have only
a limited amount of time available to perform project activities.

TIME SHOULD BE USED WISELY

Successful project managementdepends upon the ability to pay attention to detail and to control events
rather than to let events dictate what actions must be taken. Good managers are truthful with
themselves and know and admit to their own limitations. They are not afraid to look and ask for help.
This includes attending training activities.
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CHAPTER 8
PROJECT EXECUTION

As soon as sufficient funds have been obtained, work can commence on the project. What is the first
action to be undertaken? And by whom?

GETTING STARTED

Before work starts, the group should decide who is going to manage the project. Responsibility can be
given to one person or to a project management team. If the project is managed by a team, the duties
and responsibilities of each of the team members mustbe defined. Once this has been done, they must
be allowed to manage the project without undue interference. This is not to say they can do what they
like and ignore the rest of the group. Regular progress reports should be given to the group committee,
and when necessary to all the members of the group.

Preparation of the project plan is described in Chapter 3. The plan, together with the budget, is the route
map used to guide and assist the group during the management of the project.

* WHEN IN DOUBT ON WHAT ACTION TO TAKE,
" CONSULTTHEPROUECTPLAN.

Itis likely one of the first actions will be the purchase of materials and equipment. When preparing the
project cost estimate, the required resources were identified and listed (see Chapter 4).

Example: “PART" PROJECT:- CONSTRUCTION OF STORAGE BOND

The matenials list for the NAME OF SUPPLIER: ACE SUPPLIES Lio. Rentown.

construction of a storage ! DESCRIFTION vty | ot | O

bond could be: e A 17 Rawianll B
£° Nalls 2 be sS20 40

When the time comes to place oo

orders, a check should be made .

that the price estimates previously TOTAL | 54500

obtained are still valid. If the prices

have greatly increased, then further quotations might have to be obtained from other suppliers. A
contingency allowance should have been provided in the budget to cover any increase in costs due to
inflation (see Chapter 4).

In the event prices have increased more than the allowance made in the budget, money budgeted for
one activity should not be transferred to cover the additional costs of another activity. This could result
in all the money being spent before the project is completed. Under these circumstances the group
committee must decide whether to amend the project plan, with the possible result that not all the
project objectives will be achieved. Or the group can seek extra money to cover the additional costs.
If a grantis being provided by a funding agency, the change in circumstances should be reported and
their advice sought.
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Before purchases are made, the group should ensure that it has a suitable, safe and secure
place to store materials.

When orders are placed, the quantity and when appropriate, the quality of the goods to be purchased
must be stated. When the goods are received a check must be made to ensure both the quantity and
quality are correct. Some products have a limited “shelf-life*. After a certain date their quality will
deteriorate so much that they cannot be used. In some cases it could even be dangerous to use them
beyond their shelf-life. Goods should be examined to see if a date is stated on the packaging.

When payment is made for goods, a receipt m ooy oty B vt
clearly stating what has been purchased and ancarven trom. dbvnet. A S AT v
the amount paid must be obtained and kept the tum ,,/4..,./24.4«,“;.. ...
safe together with any copies of bills and ;":‘%/'” o 0 Cemanses o4 M
invoices. S R iae ol

" RECEIPTS SHOULD BE OBTAINEDFOR
~ ALLFINANCIAL TRANSACTIONS.

EMPLOYING CONTRACTORS

If a contractor has to be employed, a costs quotation should be obtained before any agreementis made
for doing the work.

To obtain a quotation, the group has to prepare a tender document. This contains a description of the
work to be performed together with the terms and conditions controlling the relationship between the
group and the contractor. The description of the work could consist of drawings together with written
details of the work and specifications. The specifications detail the quality and standards of both the
materials to be provided and the work to be performed. To ensure the group will be satisfied with the
work, the description should be sufficiently detailed to enable the contractor to know exactly what the
group requires. Where possible the group should obtain the help of an expert to assistthemin preparing
the tender document. Even experts cannot think of everything, so to protect the group from any errors
or omissions made in the preparation of the tender document, it is normal to include a “safety” clause.
This clause passes the responsibility to the contractor to ensure, as far as it is reasonably possible -
for a competent contractor to do, that he checks that the description of the works is correct and the
work when completed will be fit for the purpose intended.

Example:

Itis the responsibility of the Contractor to obtain and become conversant with all information necessary
to ensure the complete and satisfactory execution of the Works. The Contractor shall bring to the
attention of the Client any errors or omissions in the Tender documents provided to the Contractor.

To obtain aquotation, the tender documents can be provided to one or more contractors, with a request
that they submit their tenders by a given date. Depending on circumstances and custom, contractors
might ask for a fee to prepare estimates. If this is the case, agreement should be reached with the
contractor that in the event of him being awarded the contract the amount of the fee paid, will be
deducted from the total payment for the work.
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Example:

A contractor required a fee of $10,000 to prepare the estimates for the construction of a road. The fee
was paid. The estimated cost was $500,000. On completion of the construction the contractor was paid
$490,000. i.e. $500,000 less the $10,000 already paid.

On the “closing™ date for submitting the Tenders, those received are examined by the project
management team and a selection made. The order should not necessarily be given to the contractor
providing the lowest bid. Other factors as well as the price should be considered:

The quality of the work.

Whether the work can be completed by the required time.

If a contractor has previously worked for the group.

A contractor might offer to do extra work for no additional charge.
The terms and conditions for payment.

* & & ©* @

All factors should be taken into consideration before a balanced decision is taken.

Once selection has been made, the group can enter into an agreement with the contractor. A sample
agreement for construction works is given on the next page. A similarformat can be used for other types
of work.

if a grant is obtained from a funding agency, the agency could require the group to folliow its rules and
procedures for obtaining tenders and entering into agreements.

All agreements should state the work to be performed, the totat sum to be paid, and also the timing of
payments. For a small contract no payments will be made until all the work is satisfactorily completed.
However, for larger contracts agreement can be reached with the contractor for fixed percentage
payments to be made, throughout the project, on the satisfactory completion of defined activities.

Example:
For a contract to build a village hall, the first payment of 10% of the total cost could be made on
completion the foundation. A further 20% on completion of the walls, efc.

It is important that the final payment should not be made until the work is completed to the group’s
satisfaction.
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FORM OF AGREEMENT.

inthe Country of . . ... (onter name of country) . . . . . .

{ hereinafter called the "Client") of the one part

and..... (entar the name of the contractor) . . . . .

inthe Country of . . .. .. \enter the name of country) . . . . .

(herainafter called the “Contractor” of the other part Whersss the Client is desirous that certsin Works

should be undertaken, viz .. .....

| R (enter detais of the work required. Or if the detalls are too moch for the space avaisble,
anter “ss per attached schedule”) . . . . . .

and has accepted the Tender by the Contractor for the canstruction, completion and maintenance of the

Works.

THIS AGREEMENT WITNESSETH AS FOLLOWS:

1. In this Agreement, words and expressions shell have the sams meanings as respectively sssigned
to them in the General and Particular Cenditions of Contract hereinafter referred to.

2. The following documents shell bs deemed to form and be read and construsd as part of this
Agresment, viz:
() The said Tender
W) The Drawings (if any)
W) The Specification Gf any) .
) The Bills of Quantities and Basic Price List (if sny)
v) The addenda including Pre contract correspondence (if any)

3 in considerstion of the psyments to be maede by the Client to the Contracter as hersinafter
mentioned, the Contracter hereby covenants with the Client to construct, complete and meintain
the Works in the conformity in all respects with the provision of the Contract.

4 The Client hersby covenants to pay te the Contractor in consideration of the censtruction,
compltion and maintenance of tbe Works. the Contract Price at the time and in the manner

prescribed by the Contract.
5. IN WITNESS WHEREOF the Parties herste set their hands this ....dayoef...... 199..

SIGNED FOR AND ON ﬁENAlF OF THE CLIENT (siature of the Group representative)
IN THE PRESENCE OF (spnature of witness)

SIGNEO FOR AND ON BEHALF OF THE CONTRACTOR  (sigmature of the Contractors)

Sample of agreement for construction of works.
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MANAGING ACTIVITIES

itis likely that members will have to perform projecttasks. The way the work is organized will be dictated
in part by the project objectives.

Example:

A farm project with the objective of increasing the amount of land available for family farms: The initial
land clearance could be performed by a contractor using heavy equipment assisted by members
working as a group, followed by family groups working on their individual farm plots.

The method used should be selected to ensure the effective control and management of the overall
project. The following arrangements could be used:

¢ Individual members could be employed to do either:

Taskwork. Members would be paid an agreed sum to complete a task. If this method is used,
itis important before the work starts that agreement is reached with the person, on exactly what
work has to be completed and by when, together with the amount they will be paid. The
advantage of this method is that once agreement is reached minimum supervision will have to
be provided. :

or

Day-work. Members are paid a fixed daily wage. With this system, supervision will have to be
provided to instruct the workers on what to do and to check that they are working satisfactorily.

* Small groups can be organized to perform either voluntary or paid work.

Depending on the task, these could be either “Family” or “Neighbourhood” groups. Similar to
taskwork, once the group has been instructed on the work it must do, it can be allowed to
organize and manage its own activities, with only minimum supervision being provided by the
project management team.

Large work groups of members can be formed to perform either voluntary or paid work. Like
Day-work, the project management team will have to provide greater direct supervision.

Irrespective of the method used, responsibility remains with the project management team to ensure
the work is completed on time, to the required standard and within the estimated cost.

Throughout the project the project plan should be used to check that activities are started and
completed on time. As discussed in Chapter 3, project activities can either be:

*

Independent, their timing does not depend upon the status of any other project activity.
Example:

A craft group receives funds to construct a craft centre and to obtain craft training. The timing
of the training does not depend upon the status of the building of the centre.

* Interdependent, the timing of activities which are dependent on others,.i.e, one activity must
be completed before another can begin.
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In the above example:
The walls of the :entre cannot be built until the foundations have been completed!

Some activities can, and in some cases should, be performed at the same time.

Again in the above example:
While the foundations are being laid, the materials to build the walls could be purchased.

To avoid delays in the project, future activities should be reviewed to determine what resources will be
required, for example, labour, materials, equipment and transportation. Action should be taken to
ensure they will be available at the required time.

Project activities must be continuously monitored, information gathered on how the work is
progressing, and how project funds are being spent. The facts are used to evaluate the project by
assessing to what extent the objectives of the individual activities and those of the project have been
accomplished. If the results are not as expected, corrective action might be needed. However, as
discussed in Chapter 7, the project plan should not be followed blindly. As the project proceeds, the .
group members will gain experience which will allow them to review the original plan and judge what
amendments, if any, should be made.

COMMUNICATIONS AND REPORTING

One of the techniques of good management is
communications. Managers cannot make
decisions unless they have facts. To do this
they must talk with people, to find out what has
happened, what is happening and what is likely
to happen. If the group’s project is being
managed by a project management team, they
should hold frequent review meetings. In order
to inform the group committee of the project
status, meetings should be held with them at
least once a month.

Writing monthly project reports is a useful management tool. In preparing the report, the management
team will have to examine and compare actual activities and expenditure to those planned. In doing
this, the project will continuously be monitored and evaluated. A monthly report could contain a brief
description of the activities completed during the month and a summary of the project accounts,
together with a list of activities planned for the next month. A report is only useful if it is available when
required. Those responsible for writing the report should be given a deadline date for completingiit, for
example, within 7 days of the end of the month.

If the group is receiving support from a fundinig agency, they could have their own reporting procedures
that they would want the group to follow. These could include the need to provide detailed statements
of expenditure.
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Irespective of the source of funding, the group mustkeep an accurate record of allmoney received and
spent. In addition to the accounts, proof of all financial transactions must be kept, in the form of receipts,
bills and invoices.

If funding is provided by an agency, it is unlikely that all the money will be released to the group at one
time. Rather, the funds will be given on completion of agreed activities and after the group has proved
that funds already released have been spent in accordance with the project proposal.

i

PROJECT CLOSE-OUT ~r ESTMATE OF C0STS

PROJECT LABOUR MATER'S EQUW TRANSP wscaeL TOTAL
In Chapter 3 it was suggested that projects are wa | | oaw | o | e . 3000
easier to plan if they are organized into smaller o | smo | somo | mow | 20 o
“part” projects. Similarly, the overall manage- sshame
ment of the project can be assisted by using the |7, | »> | == - : 000
completion of these “part” projects as a Shomgs 3000 o0 | ome | eso
measure of the progress of the project. The bt
project management team will have to satisfy | ces el Mol B o
itself that a “part” project has been completed to boread . . womo | 4000 45000
the required standard and is “fit for purpose”. To
do this, the work will have to be inspected and if |22 ] mox | wm | 1owow | weo | 0o | semoo
necessary tested. ———am e ==

TOTAL ESTMATED PROJECT COST 2,100,000

Example:

If the “part” project is the construction of a building, it should be inspected to see that it has been
completed in accordance to the plans and specifications. This could involve ensuring that:

During construction:
* The correct quality matenials were used.
* The foundations were to the required dimensions and specification.

efc.

On completion:

* If the walls are painted, that the correct quality and colour of paint and number of coats were
applied.
That the roof is not leaking!

That any electrical wiring and fittings are installed and are working.
That toilets and water system are working and there are no leaks.
efc.

When is a project finished? A project is undertaken to solve a problem. it is only when that has been
accomplished that the project can be regarded as completed. The project management team work on
behalf of the group. It is not sufficient for just the team to decide when a project is finished. The final
decision rests with the group. When all the “part” projects have been completed to the satisfaction of
the project management team, it must then offer the results of the project for acceptance by the group.

On completion of the project, the project management team should hand over the following to the
group:



* A complete and final set of financial accounts, together with all receipts, bills, invoices and bank
statements. These should then be audited, checked and verified, by a competent person(s).

* Copies of all correspondence, minutes !
of meetings, legal agreements and
papers. Operating and maintenance

manuals for any equipment.
* A asset inventory,i.e. a list of all.
buildings, land, equipment, etc, owned
by the group.
* Sometimes it is not possible to complete all planned activities in a reasonable time. In these

circumstances, rather thah wait to complete all the items, the project is offered for acceptance
together with a “Punch List”. The punch list gives a description of all the outstanding actions
together with an estimate of any future costs and a date for their completion. Funds for any
identified future expenses should be reserved for that purpose.

Example:

As part of a project to construct a waterdistribution systemin a village, a water level gauge was
to be installed in the reservoir. This had to be purchased from overseas with a delivery time of
9 months. The rest of the project activities were completed and the system could work without
the gauge. Rather than wait 9 months to hand over the project, it was accepted by the
community and money set aside for the gauge and its installation.

* A final report on the project. This should include an evaluation of both the project and the
lessons leamt in managing the project. Projects are evaluated to determine whether they have
achieved the originally set objectives: Where possible, not only the members of the project
management team and group committee, but all residents should participate. This would
enable all those who are interested to judge and give their views.

During the management of the project, both the project management team and all the group members
who participated in the project will gain experience and knowledge. In the future this could be put to the
benefit of the community. The participants would provide a great service to the community if they were
to share their knowledge and experience with all the residents by organizing a project management
review seminar.

‘ FOR THE BENEF!T OF ALL o
KNOWLEDGE ANO EXPER!ENCE SHOULD BE SHARED

' DO N@T FORGET THE POST-PROJECT ACTIVITIES

: rps NOT QVERYE-” —— "
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CHAPTER 9

POST-PROJECT ACTIVITIES

The success of a project can be judged by its sustainability. Will the results of the project continue to
benefit the members of the group? In most cases, after the planned activities have been compieted
there still remains an on-going requirement to sustain the project achievements. A project can only truly
be considered concluded when the problem it was organized to solve ceases to exist.

FOR THE'PROJECT TO SUCCEED
. LONG-TERM MANAGEMENT MIGHT HAVE TO BE PROVIDED.

POST PROJECT MANAGEMENT

The group members who were selected to manage the project might not be the ideal ones to provide
the necessary on-going supervision. The group will have to decide how it wishes to manage the post-
project activities. This could result in a new group committee being elected or a management team
being appointed. Or the assets of the group may be handed over to ancther organization to manage.

Imespective of the system chosen, those selected must have the necessary management and business
skils. Together with all other interested members they can be assisted by organizing training
programmes. Assistance can be sought from organizations that can provide advice on running training
programmes on management and other commercial and technical subjects.

One of the first post-project activities could be the completion of “punch list” items. Once these have
been completed, the project accounts can be closed and any remaining funds transferred to the group’s
general account.

Projects that require further management can be placed into one of two groups:

* Income generating projects, whose activities should make a profit, or at a minimum cover all
present and future operating costs.

Examples of these are: Farms, craft groups, small businesses, retail outlets, community
centres, community boats, efc.

* Those that will require continued financial support.

Examples ofthese are: Roads, schools, medical centras children’s feeding programs, mother
and baby care, efc.

The management methods employed will depend on the way it is decided to sustain the project
objectives.
Example:

A project which had the objective of increasing the amount of land being cultivated could be organized
as follows:
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a) The land cleared and prepared, could be sub-divided into plots and allocated to families to
manage. The group would cease to have any further involvement.

b) The land is allocated as at (a) above, however, the group collectively organizes the purchase
and sale of fertilizers, tools etc and the organization of training programmes on business and
agricultural topics.

c) As at (b) above, but the group has the additional task of managing the marketing of the products
of the individual family farms. A fixed percentage of the sales is retained as a fee for providing
the marketing service.

d) The land and facilities are entirely managed by the group with members employed to work on
the community farm.

In the case of (a) above, the individual families are entirely responsible for managing their own farms,
without assistance. The other extreme is detailed in (d) above, where the group retains full control of
all activities. All the cases have one thing in common, if the farms are to prosper they must make
enough money to cover all costs.

MANAGEMENT OF PROFIT MAKING ENTERPRISES

Whether the operations are performed collectively or by a number of smaller groups, the same
business principles apply. It is beyond the scope of this book to cover in detail the organization and
management of income generating operations. Suitable books can be obtained on small business
management, enterprise development and organizing co-operatives.'

However, briefly: If the group is going to manage an income generating business, it will have to eam
sufficient money to meet current operating costs, funds to cover future planned and unplanned
expenditure, and profits to be used for the benefit of group members.

During the project stage a plan and budget was used as a management guide. Similarly, operating
plans and budgets should be used as aids to business management.

The objective of the business must be agreed on and a mission statement prepared. This statement
summarises the goals to be achieved.

Example:

The mission statement of a community boat could be:

“The boat shall be used to provide a safe, regular and economical service to all community members.
Fares charged shall be calculated to provide funds to cover operating costs and provision made to
purchase, when required, a replacement boat. Any surplus funds shall be used to fund the running of
the community centre.”

Once the mission statement is agreed on, an operating plan can be prepared.

Planning is thinking out in detail, what are the intended business activities and how they are going
to be performed.

'One such book is “Improve Your Business®, edited by D.E.N.Dickson. Published by International Labour Organieation, 1986
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A business plan is the estimate of future sales, costs and profit which are thought achievable.
In preparing the plan, questions to be answered are:

* What shall we sell?

* How much do we want to sell?
* How will we do it?

* How long will it take?

Except for persons running a shop these questions look to be inappropriate. Surely, for a farmer, more
suitable questions would be:

* What shall | grow?
* How shall | grow it?

It does not matter if the business is farming, manufacturing or providing a service, the important thing
is, it will only make money when the product or service is sold. Therefore when preparing a plan, an
estimate must be made of the potentiat sales. If the market is large, then the controlling factor will be
the capacity of the business, i.e. the size of the farm, the number of craft workers etc. However if the
market is limited, it would be pointiess to produce products that could not be sold.

A sales estimate for the following twelve months should be prepared. To do this an estimate has to be
made, for each month, of:

* The level of business, i.e how much is going to be made/grown and sold, or services provided.
* The prices charged.
* The total sales, which equals price multiplied by the number sold.

Example:

The Sales estimate for the first six months of operation of a chicken farm could be:
Number of 20 15 30 20 30 20
chickens sold
Price (each) 500| 500 500 500 500 500
Sales per 10000| 7,500| 15000 10,000| 15000 10,000
month

The estimates are based on the sale of chickens at an average weight of 5 Ib at a price of $100 per Ib.
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An estimate should be prepared of the Detals Cost per month 3.
operating costs for the following twelve months. Purchase of dey okd ohicks pood
This should include all the expected costs. Oruge 300
Labour: Hired -
Sek 4000
Family .
Trensportetion 500
Other .
For the above example, the costs TOTAL COST PER MONTH 11,000
per month could be: The estimetes are based on: e purchese of 35 dey okd chicks per monih at

@ oost of $100 each. Feeding 60 birds, 2 b
oech at @ cost of $30 per . The farmer pays
himaell $1000 per week.

After the Sales and Costs estimates have been prepared, they can be used to determine whether the
business will be profitable.

For the first six months of the operation of the chicken farm the profit/loss estimate would be:

Sales 10,000 7,500 15000| 10,0001 15000| 10,000
Costs 11,900 11,900 11,900 11,900| 11,900| 11,900
Profit - - 3,100 - 3,100 -

Loss 1,900 4,400 - 1,900 - 1,990

For the first six months the estimated total surplus is $6,200 with a loss of $10,100. This is an
estimated net loss of $3,900 If this continues the farmer would soon go out of business!

The profit/loss estimates will indicate whether the business will achieve its objectives.

Profits can be increased by: increasing SALES > while < decreasing COSTS.

Sales depend on: the price of the product and the amount sold.

Costs depend on: the cost of producing the product.

Costing: Is the calculation of how much each product costs to produce. This is done by listing
all the things money will be spent on in running the business and estimating how much

each one will cost.

Costs should be examined to see if any money can be saved, by paying less or doing
it another way.

Pricing: Is the way of deciding how much to charge for each product, or service.
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Normally the price received is controlled by market forces:

* The supply, the amount available for sale.
* The demand, how many customers there are.
* What competitors are charging for a similar product.

Calculating the cost of a product is relatively uncomplicated. However, fixing the price is far more
difficult as there are a number of factors influencing how much people are prepared to pay for a product
or service. It will take some time for those running a new business to get to know the “market”.
Running a business is not just producing the product or providing the service. Equally important is the
marketing of the product or service. Marketing is getting people to want the goods and services, selling
them, delivering them and getting paid for them.

Successful marketing is achieved by working hard to increase sales. This can be done by:

* Finding out what the customers want.

* Providing the product or service that satisfies those wants.
* Setting the right price.

* Advertising and promoting the product.

Advertising is telling people what the group has to sell so that they will want to buy those products rather
than those of the group’s competitors. Promotion includes every way the group can influence people
to buy their product.

Every effort should be made to promote a good image of both the business and the product. Customers
should be encouraged to think - “it's the BEST". By keeping a check on the quality, the group should
try to ensure that it is “the BEST".

The importance of keeping records during the management of the project was stressed in Chapter 8.
Likewise, when running a business, plans and estimates have to be made, activities have to be
monitored and evaluated and decisions taken. To do this effectively, requires information. Keeping
records provides information.

Keep a journal to record all money received and spent.

Keep all bills, .invoices and receipts.

Keep a record of all wages paid.

If goods or services are provided on credit, keep a record of how much money customers owe.
Keep a business diary, to write down the main things that happen in the business.

* % & & @

Example:

For a farm operation, this could include what, when and how much crops were planted and harvested.
Fora manufacturing activity, you would record what, when and how things were made. If services such
as a community boat are provided make a note of how many trips were made, to where, how many
passengers there were, how much fuel was used efc.

* Keep a copy of all letters sent and received.

DO NOT THROW INFORMATION AWAY, KEEP IT.
ONE DAY IT MIGHT BE IMPORTANT.
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If a group participates in the management of a profit making enterprise, consideration should be given
to the distribution of profits.

Example: ,

In the above farm example, in one case each family is responsible for the management of its own farm
plots and none of the profits made go to the group. However, in the other cases the group participates
in the management of profit making operations. There are several ways in which the group profits could
be used, including:

Each year the profits could be distnbuted equally to each of the group members.
The profits could be shared to each family in proportion to the total amount of fertilizer, efc,
purchased during the period.

* Any profits made can be used to finance other group orcommunity activities, for example, start
other projects, help fund the community’s school or health service efc.

To avoid any disagreements, once the group has agreed on the method of distribution of profits, the
procedures should be stated in the group’s constitution.

MANAGEMENT OF NON-PROFIT MAKING GROUP ACTIVITIES

If the group has to manage a non-income generating venture, it has to consider whether it would be
more effective for the group to hand over the assets of the project to another organization to manage.
In some cases, for practical reasons, the group might have been originally established only to manage
the project phase, with the intention of allowing the government or local council to have the long-term
responsibility for operations.

Example:

The rules of a number of funding agencies specifically prohibit grants to be provided to government
organizations. In these cases, an independent non-government organization (NGO) can be formed to
obtain funds to build a school or some other community amenity. Once it is constructed, it is handed
to the local council or government ministry to manage.

If, however, the group wishes to continue to be responsible for the management of the post-project
activities, it has to consider and decide upon operating objectives. In doing this, one of the most
important considerations is sustainability, the ability of the project to continue to function for as long as
required.



Similar to managing a bdsiness, an operating plan and budget should be prepared as a management
aid. Given the operating objectives, the operating plan and budget can be devised.

Example:

Funds were provided to a group to construct communal toilets. After construction, the community
members selected a group of residents to manage the facilities. The objectives were decided to be:

- To maintain clean, well repaired public toilets.
The following operating plan was formulated:

a)  Acleanerwould be employed to clean the facilities once a week.
b) It was estimated that the cesspit would have to be emptied twice a year.
c) Minor repairs would be required every year, and the building painted every two years.

A operating budget was then prepared:

$

Cost of cleaning.

Labour at $100 per week 5,200

Cleaning matenials at $50 per week 2,600
Emptying of cesspit, $5,000 each tlme 10,000
Minor repairs , 1,000
Provision for painting $5000 per year 5,000
Total annual operating cost 23,800

For a business, estimates of sales have to be made. However for non-income eaming activities the
group will have to organize fund raising. Applications can be made to funding agencies for a grant to
cover operating costs, or the group can organize their own fund raising activities.

Example:

In the above example the group decided to raise their own funds to coverthe $23,800 annual cost. Two
schemes were considered:

a) A number of fun days could be organized, and the profits used to cover the operating
costs.

b) A collection of $10 per week would be made from the 50 houses in the community.

Due to the possible problems of making collections, the first option was chosen, and three fun days
were run making a total profit of $29,500.

Ifthe group’s operatnons require financing, an accurate record of all money received and spent whether
‘from grants or self help activities, must be kept.

Even though the group is not running a profit-making business, plans and estimates have to be made,
activities have to be monitored and evaluated and decisions taken. To do this effectively requires
information. Keeping records provides information.

* Keep a joumnal to record all money received and spent.
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Keep a journal to record all money received and spent.

Keep all bills, invoices and receipts.

Keep a record of all wages paid.

Keep a group activities diary, to write down the main things that happen.
Keep a copy of all letters sent and received.

* % * =+ =@

Whether profit making or not, one of the reasons that projects fail is that the facilities are not looked after
or maintained.

Examples:

Roads constructed by groups are not repaired, and soon deteriorate. Pumps installed in community
water supply systems are not maintained, parts are stolen and damaged pipes not repaired.
Community Centres are allowed to fall into disrepair, repairs and redecoration are not done. Chain
saws and farm equipment are misused and not serviced.

If machinery and equipment are purchased as part of the project, the group should arrange that they
are correctly operated and maintained. Similarly, if the group owns buildings, they should be regularly
inspected and when necessary, repaired and redecorated. Group members should be selected to be
responsible for the facilities and, if necessary, trained to perform their duties.

PERSONS SHOULD BE SELECTED TO BE RESPBNS!BLE :
FOR LOOK!NG AFTER GROUP FAC!UTIES.

Even equipmentwhichis correctly operated and well maintained cannot lastforever. At some time they
will have to be replaced. This will require money. If a project is to be self sustaining, funds must be set
aside from income, to be used to buy replacements or pay for repairs.

o PROV!S!ON SHOULD BE MADE
. TO COVER FUTURE REPLACEMENT COSTS

Managing a non-profit making undertaking can be more difficult than running a business. With time, the
enthusiasm of the group members might decline and people will be less prepared to devote time to
group activities. Members may fail to tum up for meetings. If the original objectives still have to be
accomplished, the committee will have to encourage the members to continue to take an active interest
in the group’s activities. This can be done by demonstrating to members the possible resulting
disadvantages if the group was to cease to function.

In the life of all groups the time will come when the members must decide whether the group has a
continued useful function to fulfil or whether it should be disbanded. No group should continue, just for
its own sake. When the group ceases to perform a useful function, it should disband, with the members
delighted, knowing that the group has achieved its objectives.
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