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INSTITUTE FOR W AR AND PEACE REPORTING (IWPR)

IWPR is a non-governmental organisation that gives
voice to people at the frontlines of conflict and tran-
sition to help them drive change. Founded in 1992,
IWPR now works in more than two dozen countries
and territories in Europe, Asia, Africa, Latin America,
and the Middle East. IWPR supports activists, human
and women’s rights defenders, reporters, and citizen
journalists in many countries in conflict, crisis, and
transition around the world. We contribute to peace
and good governance by strengthening the ability of
media and civil society to speak out. This is accom-
plished by training, mentoring, and providing plat-
forms, building up the institutional capacity of media
and civic groups, and working with independent, and
official partners to remove barriers to free expression,
robust public debate, and citizen engagement.

IWPR Champions Women’s Rights: IWPR works to
champion issues of women'’s rights around the globe
while supporting female civic activists and reporters
in challenging environments. IWPR’s work around the
world supports and strengthens emerging women’s
organisations and promotes women’s active partici-
pation. Our civil society and media partners not only
highlight inequalities and abuses, but also celebrate
the achievements of women driving change in their
own societies. Much of IWPR’s work focuses on giv-
ing voice to those who might not otherwise be heard.
Targeted programming promotes the voices of wom-
en in conflict zones by training female journalists and
providing them with effective media platforms and
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fora for women in conflict-divided regions providing
a vital space for women participation in peace-build-
ing, political, and economic processes. Furthermore,
women human rights defenders stay safe in often
hostile environments thanks to IWPR programming
on physical and digital safety awareness.

IWPR in the Middle East and North Africa (MENA):
IWPR has been working in the MENA region for over a
decade. IWPR’s work helps build a vibrant and inde-
pendent media, active civic and community groups,
and democratic institutions across the MENA region.
Initiatives in the region have strengthened journalist
and civil society institutions in a variety of ways, from
supporting legal and structural reform around poli-
cies, including freedom of information and women’s
rights, and political participation to real time man-
agement and programme implementation support
to build sustainable organisations. IWPR has offices
and maintains a presence in Tunisia, Libya, Egypt,
Lebanon, Iraq, Syria, and Turkey in addition to run-
ning regional programmes across the entire Middle
East and North Africa region.

Alumni of IWPR’s programming have assumed lead-
ing roles in government, civil society, academia, the
media, and (in some cases) in the non-violent oppo-
sition. Others, forced to flee their countries, are advo-
cating and working in other ways in support of their
principles and objectives, helping to plan transitions,
and organising support for refugees.
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BiNDA CONSULTING INTERNATIONAL L1D. (BCI)

Binda Consulting International (BCI) is a Europe-
an-based political and international development
consultancy providing analysis, training, and re-
search with expertise in programme design, public
opinion research, women’s political participation, po-
litical strategy, crisis communication, and organisa-
tional training.

Established in 2014, its senior consultants have
deep experience in the field of international de-
mocracy and development. Combining decades of
work in challenging political environments, BCI has
the right mix of talent and understanding to deliver

expert advice and action. BCl is a company that is
nimble enough to respond quickly to the needs of
clients. Its global network of consultants provides
bespoke talent and expertise to projects and pro-
grammes.

BCI’'s senior consultants have worked to develop
the capacity of political actors in emerging democ-
racies and traditional societies to better respond to
the challenges inherent in dramatic change. Having
lived and worked in conflict and post-conflict envi-
ronments, BCI consultants understand the obstacles
to reconciliation within and among communities.
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ANTE RAEDA: PIONEERING WORK IN CIVIC ENGAGEMENT

Through the U.K. Government-funded «Ante Rae-
da» (You are a Pioneer) project, IWPR is equipping
women’s civil society organisations to improve the
status of women in Libya through organisational
strengthening and effective policy advocacy. Based
on lessons learned from IWPR’s current and previous
programming in Libya, the MENA region and beyond,
the «Ante Raeda» project is partnering with CSOs
throughout Libya that are working on women’s em-
powerment and gender equality. «/Ante Raeda» aims
to enhance the operational capacity, sustainability,
and impact of these CSOs—strengthening them or-
ganisationally, improving capacity and lobbying, and
empowering them to improve the lives and visibility
of Libyan women.

In the first phase of the programme, IWPR, partnering
with BCI, undertook a scoping exercise, which allowed
the team to analyse the state of CSOs representing
women’s interests in Libya. Through more than 70 in-
terviews across Libya with CSO leaders and commu-
nity members the team assessed women’s CSOs on
their organisational strength and health; their strategic
planning and operational ability; and their networks,
coalitions, and advocacy capacity to advance wom-
en’s rights and government accountability to women.
IWPR’s Libyan partners include both established and
emerging women’s groups and women-led CSOs, as
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well as other CSOs working on a range of gender-re-
lated issues, operating throughout Libya. These as-
sessments, based on information provided directly
from the CSOs, identified areas of targeted support
to help the CSOs increase their impact regarding
women’s rights in Libya. At the end of Phase | of the
programme, 20 CSOs participated in capacity devel-
opment workshops to improve their understanding of
organisational and project management.

In phase two of «Ante Raeda», IWPR awarded small
grants to ten Libyan CSOs to implement women-fo-
cused activities that advance or advocate for legal
reform, women’s political participation, women’s
economic empowerment, and raise awareness on
gender-based violence. To address challenges faced
by CSO partners and to provide them with the nec-
essary tools and skills to promote the improvement
of women’s rights in the region, BCI provided capac-
ity support to the organisations through workshops,
regular mentoring, and coaching at an organisational
and strategic level.

All capacity building efforts taking place throughout
the life of this project use the data collected during
the initial scoping exercise enabling IWPR to tailor
its support to meet the specific needs of individual
CSOs.
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BCl experts determined that the subject matters
covered in this toolkit represent fundamental or-
ganisational conditions for nascent civil society or
community-based organisations. The information
contained within this document is a guide to building
foundations. This toolkit is not a comprehensive or
definitive work on all the processes and procedures

FOR WHOM IS THE TOOLKIT?

available to organisations, but a simple guide to the
essentials. This toolkit complements organisational
trainings held for participants in the «<Ante Raeda»
programme; compiling modules developed for small
to medium size organisations and providing guidance
where gaps may exist in internal policies, procedures,
or skills sets.

Many topics addressed by this toolkit apply to train-
ers as well as managers and NGO leaders who play
a role in supervising or implementing projects. This
toolkit can also contribute to the professional devel-
opment of an NGO’s in-house staff.

This toolkit is a relevant resource to help organise
and streamline your capacity-building efforts, both
internal and external. The toolkit presents guidance
to organisations in their day-to-day management and
implementation of projects, in addition to evaluating

the impact of projects on benéeficiaries, stakeholders,
and partners.

A variety of groups can benefit from this toolkit, in-

cluding:

e NGO leaders, directors, and managers.

e Internal trainers and projects team members.

e Administrative staff, officers, and coordinators.

e Freelance trainers and consultants.

e Anyone interested in developing his/her knowl-
edge in the area of civil society.

INTRODUCTION 7
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How IS THE TOOLKIT ORGANISED?

Chapter ONE explores volunteer-based organisa-
tions; motivations of volunteers, recruitment, and
management of volunteers.

Chapter TWO examines ways in which organisations
can raise money for their administrative, operating,
and programmatic costs. It also focuses on under-
standing various donor communities.

Chapter THREE explores essential planning in which
every organisation should engage, defining who you

are, what you do, and what you want to achieve.

Chapter FOUR looks at organisational policies and

How To USE THIS TOOLKIT?

procedures guide members of the team as well as
external audiences.

Chapter FIVE focus on project design and imple-
mentation; step-by-step.

Chapter SIX concentrates on monitoring and evalu-
ation; an area often ignored by NGOs, but crucial to
understanding the impact of the organisation’s work.

Chapter SEVEN explores organisational communi-
cation including: identifying and understanding au-
diences, internal and external communication, com-
municating with donors, and media.

The toolkit is designed to be read like a book or con-
sulted as a reference and can be utilised as a whole
or as stand-alone chapters, depending on the needs
of the organisation and/or trainer. The table of con-
tents at the beginning can help you quickly find the
specific information you need. Many of the chapters
provide detailed, step-by-step instructions, tips, and
the templates are available in English and Arabic for
customisation by the NGO and/or trainer.

It can be a technical tool for trainers and managers
who would like to build the internal capacity of their

8  INTRODUCTION

organisations or learner-centred methods in a sim-
plified and straightforward manner. However, it is not
intended to replace any training-of-trainer courses
and instead provides background information and
sets standards.

Because every training situation is different and each
training programme must address the unique needs
of its participants, trainers, and administrators using
this manual are encouraged to keep referring to spe-
cific learner needs and adapt information provided
here as required.
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This toolkit was developed to complement the ma-
terials, workshops, and discussions held during the
first and second phase of the Institute for War and
Peace Reporting (IWPR) programme «Ante Raeda»
(You are a Pioneer). The «Ante Raeda» programme
was designed to strengthen the internal capacities of
Libyan civil society organisations to enable them to
better plan, design programmes and projects, and to
manage organisations

This document accompanies videos prepared on the
same topics and presentations found on the IWPR
YouTube Channel. Civil society organisations can use
this material to generate ideas for their teams and in
mentoring other organisations.

While there are many organisational planning and
development resources available, this toolkit is
most useful for new organisations or those who want
to strengthen their approach to community-based
programming.

The toolkit contains the following chapters:

Working with Volunteers;

Fundraising and «Resource-Raising»;
Strategic Planning;

Policies and Procedures;

Project Design Process;

Monitoring and Evaluation (M&E);
Communication Planning.

N ok WD =
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Working with Volunteers

CHAPTER |

In this section, we explore volun-
teer-based organisations. Specifi-
cally, we examine:

1. What motivates people to volunteer.
2. How to find volunteers.

3. Managing volunteers.

1. What Motivates People to Volunteer?

People give their support and their time
to organisations and community pro-
jects for many different reasons. As a
leader in your organisation, it is impor-
tant to recognise what motivates peo-
ple to volunteer.

Social—Most of us like to be around
other people. In rural or remote com-
munities there may be limited opportu-
nities for people to socialise. In larger
population centres, volunteering with
an organisation gives people a sense
of belonging to the community.

Creating a vibrant social atmosphere
is essential for volunteer-based organ-
isations. Allow time for people to chat
and connect on a social level. Ensure
the environment, in which your volun-
teer team is working, allows for appro-
priate social interaction, be attentive
to volunteers, so they get the social
opportunities they are seeking. Some-
times shy people need extra help with
introductions and getting involved. Be
proactive in building a healthy social
environment for your volunteer team.

Personal—Some people may engage
because of a friend or family member.
Personal connections are important
motivators for volunteers. Make an ef-

fort to reach out to these newcomers.
Help them also to become invested in
your organisation because if they do
not feel they belong, or if their friend
stops coming, they may lose the moti-
vation to be involved.

As a leader in a volunteer-based group,
you could have the friends co-chair
a committee, or provide them with a
shared responsibility. Because vol-
unteers are a valuable resource, it is
worthwhile doing what you can to keep
people engaged and working together.

Professional—We might like to learn
new sKills, put into practice our pro-
fessional abilities, or add to our cur-
riculum vitae (résumé). Young people,
in particular, who have little practical
participation in the job market often
join organisations to build their skills,
making them more attractive to poten-
tial employers. Providing young people
with professional experience can be a
powerful recruitment marketing tool for
your organisation.

Trained professionals often volunteer
with organisations where they can
apply their expertise. These types of
volunteers are particularly valuable for
medical or health-focused communi-

CHaAPTER |: WORKING WITH VOLUNTEERS 11
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Notes:

ty-based organisations (CBOs). Health
professionals will often volunteer their
time to support organisations working
on health issues in their community.
However, the same is true for people
in any professional group; legal, engi-
neering, and so on.

Values—Some people support CBOs
and or their causes because organi-
sations support their moral or religious
values. Those, for example, who feel
a moral obligation to address poverty
might volunteer with an organisation
working to lift families out of poverty.
Similarly, those with deeply held values
or convictions related to charity, human
dignity, for example, may seek out or
be receptive to groups whose actions
reflect their values.

Appealing to potential volunteers’ val-
ues is a powerful recruiting tool. It pre-
sents them with an opportunity to fulfil
a moral conviction.

Making a change—Some people may
be frustrated with a particular circum-
stance or condition and want the oppor-
tunity to make a difference in bringing
about change. Neighbourhood clean-
up initiatives are excellent examples of
how people join an organisation to bring

about change. Often people will join ac-
tions or want to take part in specific pro-
jects even though they may not have an
immediate attachment to the organisa-
tion itself. Regardless, the volunteer ef-
fort should be welcomed, appreciated,
and engaged. Volunteer team leaders
can assess what additional motivation,
if any, they can use to appeal to keep
the issue-focused volunteer engaged.

Community—Many people enjoy be-
ing more connected to their commu-
nities and join community-based or-
ganisations for that reason. CBOs that
focus on local environmental, cultural
or health projects commonly attract
community-minded volunteers. For this
category of volunteers, the motivation
is being connected to and working for
their local community. Often local busi-
nesses and other organisations volun-
teer resources and people for commu-
nity-focused events or projects.

Leaders of volunteer-led organisations
should understand the variety of rea-
sons people volunteer their time. They
use this understanding to create condi-
tions within their group or projects that
appeal to the range of motivations; it
also allows for more effective recruiting
strategies and plans.

CHALLENGE

Learn from your volunteers; speak
to and survey volunteers who are
either currently with your organisa-
tion or have volunteered at some
point.

First, thank them for their volun-
teerism. Second, ask the volun-
teers what they enjoyed about
your organisation. Ask them what
motivated them to work with your
team in the first place. Ask them if
they got what they wanted out of
the experience. Also, ask how the
experience could have been better.
Finally, thank them again!

Gather your leadership team and

discuss the
answers you
obtained from
your survey. Are
there common factors
that encourage volunteers within
your organisation? Are there condi-
tions you can improve to increase
the motivation of your volunteers?

You might decide to incorporate
some of your findings in your public
information materials, or volunteer
recruitment initiatives. However, ul-
timately, it is essential to know why
people are attracted to your organ-
isation and how to make that expe-
rience fulfilling to them. /

12 CHaPTER |: WORKING WITH VOLUNTEERS
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Social media

Organisations

Aquaintances

Friends,
colleagues

Family,
close
friends

Family and close friends are most likely
to volunteer; they are the most acces-
sible pool of volunteers from which you
can recruit. However, the total number
of volunteers in this group is limited
and may be smaller than you need.

The graphic above shows that recruit-
ing volunteers is like creating ripples
in a pond; start with family and close
friends, have them identify friends that
might also be interested, including pro-
fessional or work colleagues. Make
sure to have all volunteers that join
your organisation help in the recruiting
of others.

Approach other organisations and of-
fer to share volunteers or resources.

Getting ready to recruit

e Assign one person to be a «Volun-
teer Coordinator». This person pro-
vides volunteers and potential vol-
unteers with a key point of contact
within your organisation.

e Make a plan of WHOM to approach
and HOW to contact them (in per-
son, phone, online).

Shared volunteers or resources are
critical particularly during periods when
your organisation is busy on a specif-
ic event or project. You may offer, for
example, to help another communi-
ty-based group distribute clothing dur-
ing Ramadan, while they may volunteer
to help with your summer camp for in-
ternally displaced youth.

Social media provides the opportunity
to reach many more people than you
and your team may be able to reach
as individuals. Social media is limiting,
however, because it is mostly one-way
communication. However, It may result
in attracting volunteers of whom you
are not aware and gives you additional
recruiting potential.

o Before recruiting, set up a system for
recording volunteers’ contact infor-
mation and following up with them.
A simple spreadsheet enables you to
track your volunteers, but be sure to
update your list continually.

e Create a recruitment pitch and make
sure all volunteers can deliver it.

CHAPTER |: WORKING WITH VOLUNTEERS 13
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The recruitment pitch

A pitch is a concise outline that ex-

plains why people should invest their

time (or money) in your organisation or

activities. It should be:

e Short.

e Simple language.

e Relevant to people’s lives.

e Persuasive.

e State the organisation’s message—
the difference you will make.

e A call for a specific action.

Here are the elements of a strong pitch;
A good pitch is short—not more than
4-5 sentences—and uses simple lan-

guage. It lays out the difference you
are trying to make (your goal), and how
your work will have an impact.

In other words, the recruitment pitch is
a lot like your organisational message
to your target audiences—it just ends
in a different call to action—«Join us to
make this happen.»

Make sure your expectations of vol-
unteers are clear. Be specific in telling
them what they can do for the organi-
sation, but be sensitive with what they
are comfortable.

Make recruiting a regular practice

Volunteer dependent organisations
should always be recruiting and, while
one person may be a point of contact
as a volunteer coordinator or manager,
everyone in the organisation should be
involved in recruitment!

e Ask volunteers to help identify and
recruit new volunteers.

e Use events as recruiting opportunities.

e Make it easy for people to find out
about volunteering—you can have
online sign-up forms or clickable
links for volunteers.

e Be sure to respond quickly to any
request from a potential volunteer—
that added attention will make them

feel you value their time.

e Ask supporters and people who
take an interest in your work to vol-
unteer some time; they are, obvi-
ously, drawn to your organisation.

e Track volunteers with a database,
and invite them to events or ap-
preciation opportunities regularly —
even if their labour is not needed.

A database should be designed to give
you essential information about your
volunteer team; how they came to the
group, what skills do they have, how
much time can they commit and so on.

For example:

Mrs Fatima | 123456789

E-Mail
fatima@mymail.com | WhatsApp, Viber,

Social Media Address

123 Blue
Street

@fatima0987

Municipality | Reliable/ | Occupation

Skills Introduced to us by

not reliable
Village Blue |Very reliable | Nurse

Medical, sew- | She saw us working
ing, cooking |at the playground, and

spoke with coordinator

Time of day they | has car / needs transpor- Project of ours they have

are available tation

worked on

Shift worker, check | She has car, and willing to| e Playground clean up

with her give others a ride

e Story time at orphanage

14 CHaPTER |: WORKING WITH VOLUNTEERS
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REMEMBER

recruiting.

Say thank you.

Volunteer dependent organisations are always

People are your most valuable resource.
Make their experience rewarding.

3. Managing Volunteers

Volunteers are not employees and can-
not be compelled to undertake tasks
they might not like. They are donating
their time and abilities for any number
of reasons we discussed above. If they
feel their time and effort is not appreci-
ated or wasted, they most likely will not

continue to volunteer. Like employees,
volunteers need leadership and direc-
tion. They will pull together as a team if
they understand what and why they are
doing. The organisation’s leadership
has to affirm their value and demon-
strate gratitude for voluntary efforts.

Happy, productive volunteers

1. Make them feel welcome.

2. Give them a specific task; check
that they’re able to do it.

Check on them regularly.

4. Thank them.

w

5. Recognise their work.

Invite them to come back and help
again.

7. Give them more responsibility.

o

Tip!

If your organisation works on sen-
sitive issues or with vulnerable
stakeholders, make sure you train
and supervise your volunteers. You
should provide volunteers with clear
guidelines of the limits of their re-
sponsibilities. Well-meaning volun-

teers might
try to solve
problems or of-

fer advice by them-
selves, for which they are
not qualified—causing more harm
than good!

Good volunteers should be
friends or family

You should welcome first-time volun-
teers. Make an effort to introduce them
to the team; make them feel special
and part of an active group. Put them
at ease, partner them with someone
who can show them how to be of use
to the organisation.

invited to return and bring

Give volunteers specific tasks and show
them how to do it. Check back with
them periodically to make sure they are
doing well and enjoying their time.

Everybody wants to feel their efforts
are appreciated —be sure to thank vol-

CHAPTER |: WORKING WITH VOLUNTEERS 15
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unteers and publicly recognise their
important contribution.

Recognise when volunteers are ready
to take on more responsibility and pro-
vide outstanding volunteers with in-
creasing responsibility. These people
have the potential of assuming leader-

ship positions within your organisation.

Always ask volunteers to return. Follow
up with valuable volunteers even when
nothing is happening. Create social op-
portunities in between organisational
events or projects to maintain the team
dynamic.

CHALLENGE
Build a volunteer database

Before building your database, con-
sider data protection and right to
privacy laws that might be in place
in your region. You may need to
obtain a volunteer’s permission (in
writing or by email) to include her or
his details in a database. You may
want to share with them your data
protection policy —a document that
outlines how data is stored, who
has access to it, and how it is pro-
tected. A sample template is ap-
pended to this toolkit.

1. Decide on the essential infor-
mation you will need to gath-
er about your volunteers. For
example; name, contact infor-
mation, skills, academic quali-
fications, interests, availability
(similar to the example above).

2. Create
an emalil
mailing list or
group chat.

3. Send a request
to your volunteers
to put their contact informa-
tion in your organisation’s da-
tabase, let them know how you
will use, handle and protect their
information (data), and ask if you
can send them regular email up-
dates on the activities of your
organisation.

4. If people do not want you to in-
clude their information in your
database (it does not necessari-
ly mean they do not want to vol-
unteer), respect their wishes and
let them know how they can fol-
low the activities of your group,
and tell them you look forward
to seeing them in the future. /

Tip!

When emailing a group, be aware
that some people may not want
others to know their email address.
Put group email addresses in the

«bcc:» field
and your
email address in
the «to:» field.

16 CHAPTER I: WORKING WITH VOLUNTEERS
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Fundraising & “Resource-raising”

CHAPTER I

In this section, we examine ways in
which organisations can raise mon-
ey for their administrative and oper-
ating costs. We will look at:

1. Techniques.

2. Fundraising opportunities.
3. Sources of revenue.

4. The donor community.

All organisations need resources. For
community-based organisations, rais-
ing resources can be difficult because
the group may be entirely made up of
volunteers with limited time to commit.
Time is a valuable resource.

«Resources» is an all-encompassing
word describing things that we use—
this includes, money, time, human la-
bour, and physical space. Understand-
ing what you have helps you know
what you need and allows you to plan
your resource-raising strategy.

Sit with your team and systematical-
ly map out what you have, what you
need, and how to get what you need.

Stepl

Conduct an inventory of what you al-
ready have. Do you have access to free
space where you can have team meet-
ings, or organise workshops? Do you
have computers and other necessary
technology?

Step 2

Given what you have, identify what it

is you want to do—are you planning a
neighbourhood cleaning, or providing
orphans with winter clothing—what
specific resources will you need to ac-
complish your objectives?

Step 3

Identify which resources you need and
begin making a plan to get them. While
it is always easier to plan events or im-
plement a project when you have lots
of money, it is also possible to conduct
activities with in-kind contributions.
Rather than giving money, for exam-
ple, a printing shop might donate the
design and printing of awareness ma-
terials; pamphlets, posters, or books. A
local hotel might donate the use of a
meeting room for a workshop.

Step 4

In short—implement! You have identi-
fied your available resources, what you
need, and made a plan. Remember,
however, it does take time and human
resources to reach out to potential do-
nors, planning fundraising events, and
having the appropriate accounting and
reporting procedures in place.
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in-kind
donations

online
fundraising

financial
endowment

special
events

Ask—\Very few people or organisations
will give you money because they think
you need it. You need to ask—but be
smart about asking for funding.

Make sure you understand the legal
framework governing organisations like
yours and what is allowed when raising
money. Many governments, for good
reasons and bad, put limitations on
how and where organisations can raise
money or solicit donations. Good rea-
sons include; tax regimes, controlling
and preventing money laundering, and
issues related to protecting sovereignty
and national security.

Unfortunately, some governments also
use donor restrictions and laws to limit
the ability of community-based organi-
sations to act in opposition to corrupt or
anti-democratic political interests. How-
ever, regardless of the motives of those
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product
fundraising

placing conditions on donations to
non-governmental or community-based
organisations it is the law and violating
the law can have severe consequences.

Developing a fundraising strategy re-
quires some planning and clear com-
munication. Consider the following
strategic points:

e Ask yourselves: Who are potential
donors? What motivates them to
give? What are their priorities and
how does our work reflect that?
How and where do we engage
them? What do they expect in re-
turn, and can we deliver that?

o Be prepared: research potential
donors. These may be national or
international government funding
agencies, businesses, members of
the community, as well as friends
and family.



e Develop a profile of potential do-
nors: what appeals to them? What
motivates them to give money to or-
ganisations like yours?

e Prepare to have a conversation
with potential donors—and do not
be disappointed if you do not get
funding, be respectful and thank the
potential donor for listening to you.
The conversation should include:

D A description of the project.

D How money raised will be used.

» What the donor receives in re-
turn (for example, public men-
tion of their generosity, a tax
receipt, etc.).

e Ensure you have financial ac-
countability measures in place
demonstrating, to donors, respon-
sible and transparent use of their
support. Not only may you be sub-
ject to annual audits by law, but do-
nors need assurances that money
provided for something, is spent on
that thing.

Organisations typically have two types
of expenditures or expenses; core
costs, and project-specific costs. Core
costs include items like salaries of staff
who are not being paid by project fund-
ing, capital expenses like office space
or transportation, utilities, and so on.
These are expenses incurred by the
organisation whether they have project
funding or not.

Many organisations with core costs will
fundraise to maintain their staff, offic-
es, or other routine expenses. Other
organisations operate entirely on pro-
ject-tied funding—which means that
when the project concludes, all pro-
ject-funded expenses, including staff,
office expenses, end as well.

The Scouting movement Girl Guides is
well-known in North America for sell-
ing cookies. The revenue generated by
sales goes directly to operational and
programme costs. Some countries ex-
plicitly prohibit not-for-profit organisa-
tions from selling products or services.
However, in other countries, the prohi-
bition is in recording a «profit;» it is, in
these cases, permissible to sell prod-
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ucts and services as long as all revenue
generated is expended as either capital,
operational, or programme costs.

We briefly examine how organisations
can generate funds. It is not an exhaus-
tive list but provides some ideas to get
you started. Paradoxically, charitable,
and not-for-profit fundraising is big
business in many parts of the world.
Some companies and individuals sell
their services to raise money, and
fundraising strategies are ever evolv-
ing. However, organisations can gener-
ate revenue with regular fundraising to
maintain paid staff and offices ensuring
that programming can continue.

For example, a health-focused organ-
isation may plan a regular fundraising
dinner with speakers and charge an en-
trance fee, as well as sell merchandise
and ask for donations. The organisation
should budget for organisational ex-
penses; use of office, communication,
promotional material, and so on from
the money raised. The money raised
may be enough to not only fund specific
projects and programmes but to pay (a
portion or all) for staff and office costs.

There is nothing wrong with raising
money for staff and organisational
expenses, but you need to be honest
about doing that. Be prepared to ex-
plain what portion of funding is going
directly to programs, and their benefi-
ciaries, and what proportion is going to
administrative costs. Some humanitar-
ian organisations have been criticised
in the past for high allocations of do-
nations to administrative costs, rather
than to specific crises or beneficiaries.
It is an international standard today for
organisations that rely on donations to
publish the percentage breakdown of
where funding goes.

Family and Friends

It is relatively easy to ask family and
friends to donate to a cause or project
on which you are working. Have every-
one in your organisation reach out to
their immediate circle and ask for sup-
port in the form of either resources (of-

CHAPTER |I: FUNDRAISING AND «RESOURCE-RAISING»

Notes:

2l



ORrcaNIsSATIONAL CapaciTy TOOLKIT

Notes:

fice or meeting space, transportation,
etc.) or money.

Membership or subscription
fees

Many organisations, particularly aca-
demic, research or think tank institu-
tions charge subscription fees for re-
ports, data, or information. These are
mostly products marketed to specific
audiences. Some others even charge
membership dues or fees from their
activists. If an organisation charges
a membership fee it is important that
members obtain some privilege; for
example, the ability to attend annual
meetings and participate in leadership
selection or policy direction.

Events

Often, organisations will hold a lecture,
arrange cultural events, or organise a
bazaar. They may charge an entry fee to
the lecture to pay for the guest speak-
er's travel or time. Bazaars allow for
artisans or issue-based organisations
to purchase space (tables or booths)
or time for engaging with visitors. Quite
often the revenue raised is intended
solely to offset the cost of the event,
though raising additional revenue to
support the activities of organisations
is also a possibility.

Events are great ways of offering some-
thing to the community, particularly in
small, rural, or remote regions. They
also allow for multi-marketing or fund-
raising. For example, if an organisation
sponsors a lecture on public health,
they might even have a table set up
selling food or beverage, merchandise,
promote upcoming events or appeal
for donations. Here are some ideas that
might work for your organisation:

1. Pot luck dinner—members of your
organisation prepare food and host
a meal for which diners purchase
tickets. These events work particu-
larly well in multicultural or diverse
communities where the differences
in cuisine provide attractive choices.
2. Art purchases or auction—Organ-
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isations can partner with artists or
artisans to sell or auction artworks or
artisanal products, or provide access
to events hosted by your group.

3. Debate or Lecture—these are ex-
cellent opportunities to provide a
profile to your organisation, they
can be media opportunities, and al-
low you to engage with community
members. Nominal entrance fees
can be charged to offset costs of
venue, refreshments, and speaker.
The substance of the dialogue can
be packaged into a newsletter or
added to social media.

4. Social or professional network-
ing event—particularly in rural or
remote regions, people will pay a
nominal fee to attend a social or
professional networking event.

5. Cultural Entertainment or sport-
ing events—Cultural and sporting
events are great opportunities to
bring communities together. Organ-
isers can charge entrance fees and
solicit sponsorships. Activities could
include inter-community sports,
marathons, walking tours, musical
productions, comedy nights, mov-
ies, books, or poetry readings, and
so on. Organisations are becoming
increasingly creative with the events
they stage, but remember that put-
ting on an event takes much work
by several people.

6. Awards or recognition ceremo-
ny—Awards ceremonies are cre-
ative ways of engaging business,
professional, special interests, and
governmental communities. Spon-
sors will get involved if the event
targets audiences with whom they
are particularly interested.

Merchandising

Selling merchandise that ties into the
objectives of an organisation is often
employed as a fundraising strategy.
Animal rights organisations, for ex-
ample, sell plush animal toys to both
raise awareness and provide products
to supporters. Many organisations sell
or distribute clothing or small items.
It is important to remember that mer-
chandising is not a for-profit business;



it raises revenue that supports pro-
grams or operational costs of commu-
nity-based organisations.

Fee for service

Organisations, particularly those that
develop skills (IT, language, entrepre-
neurial, industrial) will often charge par-
ticipants or sponsors fees for provid-
ing training. Usually, the fees charged
recover all or a portion of employing
trainers, space, and any supplies or
equipment needed. However, it is also
possible to generate additional funding
to offset organisational costs.

Appedl

An appeal is simply asking for money
or resources. Charitable organisations
working on poverty alleviation, for ex-
ample, might ask members of their
community for clothing or foodstuffs.
Organisations can have members ap-
proach business people asking for
support and donations.

Appeals usually relate to specific cam-
paigns or projects, but organisations
should also plan budgets that include
administrative and capital costs asso-
ciated with project-specific requests.
These additional costs must be realis-
tic and transparent. For example, your
fundraising goal and budget may con-
sist of a 5% administration fee from all
collected donations, because you will
need to engage accountants or book-
keepers to register donations and pre-
pare financial documentation. You may
incur bank charges for cashing cheques
or depositing foreign currency.

Sponsorship/In Kind

Most large corporations have an ethi-
cal obligation to be supportive of com-
munities in which they operate, and will
have formal «corporate social respon-
sibility» programmes. For example, an
oil company working in the Sirte basin
may contribute annually to sporting
events or infrastructure, or pay for ac-
ademic opportunities, or provide loans
or small business support. Communi-
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ty-based organisations should make
efforts to know the corporate social re-
sponsibility people in, and policies of,
corporations working in their region.

Small and medium-sized businesses
often support local groups or projects
because they care about healthy and
vibrant communities. They also see it
as a way of getting positive publicity in
the community. While charity and giv-
ing is an integral part of certain religious
and traditional beliefs and promoting
your giving might be viewed as crude,
it is vital that organisations find ways of
recognising the generosity and support
of small and medium businesses and
corporations without offending public
attitudes.

Often businesses and institutions are
unable to provide cash donations, but
they can donate their employees time,
or provide in-kind contributions of of-
fice or meeting space, material goods,
or professional services. A sole prac-
titioner lawyer, for example, may not
have money to donate, but her or his
free legal services could be even more
valuable to an organisation than cash.
Just like asking for money for your
important projects, programmes, and
organisations, do not be afraid to ask
people for in-kind donations.

Online Fundraising

The internet provides organisations
with the ability to reach much wider au-
diences and is cost effective. However,
in transitional countries where bank-
ing facilities or internet infrastructure
is weak, raising money online may be
more difficult. Also, many people lack
confidence in providing their personal
and financial details online, particularly
in transitional countries. However, the
fact remains that many organisations
around the world have some online
fundraising capability.

Online fundraising has to be made as
easy as possible for people to give
money. The more clicks or steps it
takes for a person to donate matters;
the more time and difficulty involved,
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Notes: the less likely they will proceed to the
final donation. Providing multiple pay-
ment options is also important; not

everyone who wants to give has a cred-

it card, so provide information for mail-
ing cheques, or banking information for
electronic transfer, or even where they
can give in person.

e Be prepared when you ask for
money.

e Be clear about where the dona-
tion will go.

e Employ creativity in designing
fundraising activities, but make
sure what you do is legal.

e Always thank donors to your

FUNDRAISING TIPs!

e Make fundrais-

fundrais-
ing initia-
tives.

ing a routine el-

ement of your organisa-
tion’s activities.

International Donors

IMPORTANT!

As with any fundraising, make certain you under-
stand the legal limitations to accepting internation-
al donations, grants or funding.

There are different categories of in-
ternational donors:

Governmental Development Agen-
cies—These are the international de-
velopment arms of governments. They
support international development in
areas that conform to a country's policy
priority areas. For Example, the govern-
ment of the United Kingdom of Great
Britain and Northern Ireland may have
a development policy to address ac-
cess to potable (drinkable) water in the
Maghreb. Its international development
agency, the Department for Internation-
al Development (DFID), would then work
with government officials in Morocco (as
an example) to agree on priority potable
water development needs. In this exam-
ple, DFID would then seek proposals
from both governmental and non-gov-
ernmental organisations and actors to
improve access to potable water.
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There are three essential points about
this category of international donor.
First, they fund projects in a given coun-
try with agreement from the host coun-
try government (in our example above
the Kingdom of Morocco would be the
host country). Second, the policy pri-
orities of the agency's government in-
fluence the focus of funding, and these
priorities can change rapidly if a new
government or set of circumstances
presents itself. Third, these develop-
ment agencies are accountable to their
governments and national legislatures
and are, therefore, required to have rig-
orous and transparent procedures and
reporting regimes in place.

It is imperative that organisations wish-
ing to secure international development
funding pay close attention to the prior-
ities of those governments and agree-


https://www.gov.uk/government/organisations/department-for-international-development
https://www.gov.uk/government/organisations/department-for-international-development
https://www.gov.uk/government/organisations/department-for-international-development

ments with host country governments.
Most international development agen-
cies are transparent about their funding
priorities and geographic focus; most
often publishing this information on
their websites or government pages.

International Non-Governmental Or-
ganisations (INGO) and Institutions—
The Institute for War and Peace Reporting
is an INGO that sometimes has granting
or funding ability; it depends on the do-
nor support they have. So for example,
DFID might accept a proposal from and
fund IWPR to engage media in Morocco
in a clean water awareness campaign.
IWPR may negotiate to provide 20 Mo-
roccan civil society organisations with
small grants to involve local communities
in discussions about accessible potable
water. While IWPR is not a grant (funder)

NoTE

negotiate —they need you.

Sometimes donors oblige INGOs to include local
partners; so if you are contacted to enter a part-
nership, make sure you understand what the INGO
expects from the partnership and that you are com-
fortable with the collaboration. Do not be afraid to
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giving organisation ordinarily, there are
times when it has the mandate to provide
grants to local partners.

Similarly, various agencies of the Unit-
ed Nations often partner with organ-
isations and provide funding in close
coordination with host country govern-
ments. International Institutions such
as the World Bank Group and the Af-
rican Development Bank are also fo-
cused on international development
and frequently provide funding for
projects and programs; however these
usually involve the active participation
of, and direction by, the host country
government. For grant seeking organ-
isations, it is worthwhile researching
the programmes and priorities of inter-
national institutions because they often
seek out local partners.

Foundations

Foundations are established by peo-
ple, groups, or organisations that want
focused attention on specific subjects,
issues, or areas. Some are grant-mak-
ing foundations that solicit projects

Working with Donors

Identify and engage with the donor
community

Conduct research and identify poten-
tial donors both domestically and inter-
nationally. Search internet databases
to identify international development
agencies, speak with other organisa-
tions, ask members of diplomatic mis-
sions or international NGO staff. Estab-

from local partners working on particu-
lar topics. For example, the UK-based
Children's Investment Fund Founda-
tion (CIFF) funds poverty alleviation
groups working, principally in sub-Sa-
haran Africa.

lish contact in person or remotely. Even
ask for a meeting to introduce yourself
and your organisation—you may not
need funding or are not prepared to
submit a proposal, but you should get
to know the donor community and let it
get to know you.

Most development agencies will have
contact information on their websites,
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and diplomatic missions (embassies
and consulates) are also approacha-
ble. Send an email invitation to meet,
or provide them with materials from
events or projects on which you have
worked. You have a better chance of
attracting the interest of someone if
they already know you, and what you
do. Make a practice of getting in touch
with a key group of actors regularly.

Sometimes a contact we have in a
donor organisation will know of other
donors that might be interested in the
work we do. Alternatively, when and if
they are in a position to seek partners
for projects or disperse funding, they
will know you and your organisation.

Tips!
Working with Donors

e Take the time to research do-
nors; understand their priorities
and thematic focuses.

e Build and maintain a relation-
ship with donors; introduce
yourself and your organisation,
stay in touch, send them regular
updates of your programming,
and/or seek their advice.

e Ask about their funding mech-
anisms and learn about their
grant-making cycles.

e Be an active contributor to any
partnerships you establish with
INGOs or donors.

Questions you should ask donors

e What funding do you have in the
area in which we work?

e What are your organisation’s focus
areas, or thematic priorities?

e To whom do you grant funds—Ilocal
organisations, international organi-
sations, and or consortia?

e What is your funding cycle? When
do you usually issue calls for pro-
posals?

e What kinds of projects have you
funded in the past, and what makes
a successful programme from the
donor’s point of view?

If you are
interested
in  working
with INGOs let
them know you
would consider a partner-
ship for future programs—they
are always looking for local part-
ners and beneficiaries.
Make sure your organisation has
written policies and procedures
covering financial management
and accountability which pro-
vide confidence to potential do-
nors that your organisation can
accountably manage funding.
%
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Strategic Planning

CHAPTER Il

Notes:

In this section, we explore the nec-
essary planning elements for every
organisation. We look at:

1. Defining who you are,

2. what you do,

3. and, what you want to achieve.

Strategic planning is a worthwhile ex-
ercise regardless of the size of your or-
ganisation, or whether you have funded
programmes, or have paid or volunteer
staff. It provides direction and allows
you to measure organisational progress.
Elements of a strategic plan also pro-
vide internal and external audiences
with a clear understanding of who you
are and what you do.

Things to include in a strategic plan
e Values.

e \Vision.
e Mission.

NoTE

Some examples of values are:

¢ Respect for human rights.

e Cooperation and Partnership.
e Transparency.

e Integrity.

e Voluntarism.

o Objectives.
e Goals.

If you clearly define these five elements
you will be better at communicating
with your internal audiences (volun-
teers and staff) as well as external au-
diences such as potential donors. They
will have an easier time understanding
who you are and what it is you do.

1. Values are ideas that guide you.
These are the principled ideas that
you want to be directed by and pro-
ject to others. Values answer the
question: «What do we stand for?».

Responsible.
Public service.
Honesty.
Inclusive.
Impartial.
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2. A Vision statements answers

questions such as, «What world do
we want to live in, and how does
that look?» or «What is the end
product of what we are doing?».

Vision describes the inspiration-
al long-term change resulting from
your work. It is future-focused. Vision
statements can be very short and to
the point, or slightly more elaborate.
However, it must paint a clear picture
of the future for which you are work-

~
What do
we want
to
become?
4

4. Objectives give substance to your

mission and explain how you will
work toward your vision. They are a
series of statements about how you
will implement your missionwork.
Using our environmental organi-
sation example above, objectives
might be:

» Work with, and lobby govern-
ments to enact environmental
legislation and regulation.

P Inform and influence public
opinion, and action, through
education.

P Publicise the social and eco-
nomic benefits of sustainable
development.
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ing and let others know why you are
doing what you are doing.

. A Mission statement identifies your

fundamental purpose. It answers
«Why do we exist?». It guides the
organisation toward their purpose.
A mission focuses on the present.
The mission statement of an envi-
ronmental organisation might be:

«Building green societies with, and
for, communities.»

5. Goals are specific, measurable,

achievable, realistic, and time-
bound (SMART). Organisational
strategic planning goals are differ-
ent from programme-specific goals,
which we will discuss more in the
section covering programme mon-
itoring and evaluation. Strategic
planning goals speak to organisa-
tional priorities that may include, for
example; increasing the number of
volunteers over a specific period, or
increasing income, or establishing a
regular media outreach. Using the
example above, the organisation
might develop a target to increase
its volunteer base by 60% over a
three-year term.



Alive process

Strategic planning is a continual live
process. You should regularly review
your plans to ensure they meet your
needs and continue to respond to your
operating environment. While your val-
ues may remain constant, your objec-
tives and goals will change over time;
you may succeed sooner in achieving
specific objectives, or new conditions
change priorities. Strategic planning
documents are excellent for orienting
new staff or volunteers; they enable
newcomers to understand the organi-
sation and its overall approach.

SWOT analysis

A useful tool for strategic planning is
the SWOT analysis. By examining the
organisation's internal strengths and

POSITIVE
SV STRENGTHS
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weaknesses, as well as the external
opportunities and threats, a team can
better assess the current situation
and what changes or initiatives will
strengthen the organisation.

Conducting a SWOT analysis, with
your team, is a powerful brainstorming
exercise that allows everyone to con-
tribute ideas, which are further priori-
tised as strategies to move forward.

For the best results, the whole team
should participate in a SWOT analysis.
Use the following format (with guiding
questions), on flip charts, whiteboards
or paper posted to walls. Invite mem-
bers of the team to either write ide-
as on sticky notes or directly on the
SWOT chart. Once all ideas are on the
chart, discuss, and prioritise the ideas
to guide your strategy.

STRENGTHS WEAKNESSES OPPORTUNITIES THREATS (SWOT)

NEGATIVE

WEAKNESSES

What are the advantages of the
organisational structure relative
to others?

What does the organisation do
well or better than others?
What are the activities or pro-
grams that it delivers well?
What relevant resources exist
and can be used?

What is the organisation known for?
What aspects of the organisa-
tion’s structure, governance,
and accountability work well?
What are the strengths of the or-
ganisation’s human resources?
What are the strengths of the or-
ganisation’s membership base?

What are the disadvantag-
es of the organisation rela-
tive to others?

What does the organisa-
tion do badly or worse
than others?

Which programs or ac-
tivities are done badly or
worse than others?

What relevant resources
are volatile, unreliable or
missing?

What aspects of the organ-
isation’s structure, govern-
ance, and accountability
are problematic?

EXTERNAL

OPPORTUNITIES

Where are the best opportuni-
ties for the organisation (activi-
ties, membership, resources)?
What trends could —or should —
open up opportunities (changes
in politica/social landscape, leg-
islation, technology, demand)?
Are social patterns, values,
population, lifestyle changing?
What events could open oppor-
tunities?

THREATS

What obstacles are most
likely to emerge?

Are there old or new com-
petitors that could emerge?
Are there changes in de-
mand that could damage
the organisation?

Do technological changes
pose a threat?

Are there debt or cash flow
problems?
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CHALLENGE

Gather your team and review or
write an organisational strategic
plan.

Even if you have established val-
ue and vision statements, take
time to review them—do they
still reflect your organisation?

If you don’t have clear or estab-
lished values and vision state-
ments, have your team discuss
and develop them.

Schedule a regular review of
your values and vision state-
ments from time to time to make
sure they still reflect the organi-
sation’s aspirations (annually or
every two years).

Conduct
a SWOT
analysis with
the team.
Take the time to
discuss organisa-

tional priorities and establish
objectives.

Define specific organisational
goals, and establish a method-
ology for measuring achieve-
ment.

Prepare a strategic planning
document that you can share
with volunteers, use in promo-
tional material, or provide po-
tential donors and supporters./
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Policies and Procedures

CHAPTER IV

Notes:

In this section, we look at organisa-
tional policies and procedures that
guide members of the team as well
as external audiences.

Every organisation needs a system to
document its policies and procedures;
it provides confidence to potential do-
nors; it contributes to organisation-
al efficiency; it serves to inform new
members of the organisation. Policies
and procedures can be a collection of
documents or one single document.
These should include templates used
in accounting and human resources
(i.e. timesheets). Members of your or-

ganisation will need to have access to
some of your policies and procedures
to ensure they know you expect of
them and what they are entitled to do.

Policies and procedures within an or-

ganisation broadly includes:

1. Administrative policies and proce-
dures.

2. Financial management.

3. Communication.

1. Administrative policies and procedures

Labour and workplace laws must be
understood when developing adminis-
trative procedures. For example, there
are often precise laws about hours of
paid work—your policies cannot con-
tradict the law. Also, health and safety
regulations may require that you create
certain conditions in the workplace.
How an organisation complies with
these legal requirements needs to be
detailed in policies and procedures.

The Administrative policies and pro-
cedures describe all the measures the
organisation uses in operating. It is ef-
fectively the employee or volunteer's
manual that details how the organisa-
tion functions. This document should
be reviewed regularly and updated as

organisational needs change as do
laws that govern CSOs, employers,
and working conditions. Depending
on the available resources, it is often
worthwhile having a lawyer review your
policies to ensure they conform to ap-
plicable laws.

Administrative policies and
procedures may include:

Human resources: Human Resourc-
es policies establish expectations of
employees or volunteers. They should
clearly outline procedures for recruit-
ing, hiring, requesting leave, workplace
grievances and set expectations of
employees or volunteers. Procedures
may include:

CHaAPTER IV
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e Hours of work including procedures
for filling timesheets or other time
tracking methods.

e Holiday and sick leave policies.

e Pay schedules.

o Travel policies.

o Workplace dress codes.

¢ Individual and team behaviour ex-
pectations.

e Harassment policies.

e Conflict of interest policies.

e Disciplinary measures.

¢ Organisational structure and report-
ing lines.

e Descriptions of functional units or
departments and reporting expec-
tations.

e Environmental policies (increasingly
offices are implementing recycling
and waste reduction programmes—
Green Offices).

e Use of facilities guidelines; use of
staff kitchen for example, proper
use of office furniture, and so on.

Safety and Security

o Workplace safety requirements
such as first aid kits or fire preven-
tion/fighting equipment.

o Emergency measures such as evac-
uation in the case of fire or natural
disaster.

e A list of emergency contact infor-
mation including organisational
phone trees.

2. Financial Management

Your administrative policies and proce-
dures can include a section on financial
management. However, as an essential
set of rules, it is often worthwhile hav-
ing a separate financial management
document. Potential donors will have
additional confidence in your organi-
sation with separate and comprehen-
sive financial policies and procedures
in place.

Financial management policies and
procedures should detail the range of
forms and accounting practices used
within your organisation. Remember,
many donors expect you to uphold the
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Information Technology Policy: In-
creasingly, data protection laws oblige
organisations to take measures to
ensure personal data are not lost or
stolen. Laws may also guide organ-
isations of what may or may not be
accessed on the internet. IT policies
may detail:

e Internet and social media expecta-
tions—for example, an organisation
may work with vulnerable groups
and adopt a policy not to post per-
sonal or geographical information
about activities on social media.

e Employees access and use of the
internet from work-issued comput-
ers in and away from the workplace.
Are there websites or topic employ-
ees should refrain from access-
ing on the organisation’s access
points?

e Appropriate use of information
technology equipment to include
phones, internet access, social
media, as well as audio and video
equipment.

e Procedures for storing data, creat-
ing data backups, and sharing of
specific data.

e Procedures for securing IT equip-
ment; password protection and
frequency for changing passwords,
recording passwords, and allowing
access to equipment.

e The use of email accounts.

same high standards of accountability
to which they are held, so documenting
every transaction is crucial.

Cash management: A set of rules and
processes for the handling of cash and
financial instruments (cheques and
wire transfers).

e Do you keep cash in your office?
What are the limits to the amount
of money held in the office? What
safeguards do you have in place?
Is there a locked cash box, safe, or
secure room?

e Who is responsible for handling



money, and held accountable for
reconciling cash?

e How often does your organisation
conduct routine cash counts? Are
there provisions for surprise or ad
hoc cash counts?

e What forms and systems are used in
paying vendors, reimbursing staff,
and what are the approval process-
es?

e Are there thresholds for approval of
expenditures; for example, organi-
sations will have a rule that manag-
ers can approve expenditures (and
this is only an example) of up to
£50.00, directors can approve up to
£5,000.00, and expenditures over
£5,001.00 require board approval.
This level of detail is an important
accountability measure.

Accounting procedures

e Allowable costs vary among differ-
ent donors, but it is good practice
for organisations to establish their
parameters for expenses that can
be incurred or reimbursed.

e Step by step instructions on ex-
penditure requests, payments and
dispersals, request for payment or
reimbursements, management of
documentation (contracts, invoic-

3. Communication

Communication policies and proce-
dures are vital in gaining brand consist-
ency and ensuring clear communica-
tion. Organisations should consider the
following elements in a communication
policy and procedures document:

Media and Communication policy:
While it might seem overly formal, en-
suring people are speaking to issues
for which they have authority reduces
the possibility of confusion and mixing
of messages.
e Designate those authorised
speak «on the record» to media.
e Describe the processes used to au-
thorise communication with various
audiences, both internal and exter-

to
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ing, receipts), and detail all organi-
sational accounts (bank as well as
cash-on-hand).

e Tax procedures; some organisa-
tions are tax-exempt and do not
have to pay sales tax, but need
systems in place to exercise that
exemption. Define how frequently
you are required to report and to
whom? For example, are you re-
quired to file annual or quarterly re-
ports to the civil society registrar?
Is there needed internal reporting,
such as the board of directors of
your organisation?

o Bookkeeping procedures; where
and how are expenses and incomes
recorded.

e Detail audit procedures;
and external auditing.

internal

Banking

¢ Organisations should detail the use
of their banking information for wire
transfers for example. What are
your internal restrictions on the use
of bank accounts?

e Do donors require separate ac-
counts for their funding, or can you
use the organisation’s regular ac-
count?

nal. For example, managers may
have the authority to communicate
with members of specific teams;
however, internal policy communi-
cation may need to be delivered by
the organisation's leadership.

e Detail which media you use and
how. Social media, for example, will
require content managers and inter-
nal procedures necessary to author-
ise public-facing communication.

e Detail processes for dealing with all
incoming and outgoing communi-
cation. Who, for example, handles
general inquiries received by your
online platforms? Do you have pol-
icies about how long it should take
to respond to various audiences?

CHaPTER IV
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What approval processes are there
for finalising and publishing organi-
sational reports?
Provide templates for media and
broadcast releases (samples of
both found in Appendices).
Prepare a list of materials required
for media kits and promotional ma-
terials. These might include:
® Background descriptions of the
organisation.
D Bulletins or brochures.
® Contact cards or information.
D Previous press releases or re-
ports.

Branding and marketing: What visual
identity does your organisation want to
project? Describe the use of:

Logos—what are the colours of
the logo? How and where should
it appear on publications and so-
cial media? If it is not immediately
apparent, explain what your logo
means—it may be an excellent
marketing opportunity to talk about
your organisation.

Challenge

Gather your internal policies and

procedures and review them. Ask

yourself:

e Are they still relevant?

e Do they reflect what we do, and
how we do it?

e Are these policies compliant

Fonts used in reports, in social me-
dia, and press releases.

Crisis communication: Most organisa-
tions, including large corporations, often
do not invest enough time in crisis com-
munication planning or communicating
procedures. If, for example, there is a fire
at your organisation’s headquarters, from
where will you operate? How will you in-
form people, how will you communicate
with friends, family, or donors?

with
gal obliga-
tions?

Are there addi-
tional policies we
need to have in place to be more
efficient?

Detail contingency plans for all po-
tential and realistic emergency sit-
uations. For example, it is unlikely
that space aliens will land on your
headquarters, but there is a likeli-
hood of an extreme weather event
disrupting your work. How will you
communicate if there is a disruption
in electricity or telephone service?
If your office is not operable, where
should people go? If one of your
staff is unable to communicate are
there back-up contacts to whom
you can reach out.

le-
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Project Design Process

CHAPTER YV

In this section, we look at crucial
steps in the project design process:

Assessing needs and defining prob-
lems, conceptualising a project, writing
proposals, and developing budgets.

Projects are the building blocks for the The diagram of the project cycle shows

organisation goals, vision, and mission. a set of actions: design, planning, im-

An organisation’s values guide the di- plementation, monitoring and evaluat-

rection and tone of projects. ing, reporting, and learning. These ac-
tions are connected and sequential. A

The Project Management Institute (PMI)  project is a loop because learning from

defines a project as «a temporary en- previous project evaluations informs

deavour undertaken to create a unique the design of new projects.

product, service or result.» In other

words, a project is a set of planned and The project design phase is crucial as it

connected actions to achieve pre-de- affects every step in the process.

fined objectives within a specified time

and a specified budget.

_4

Project Design Writing Proposal

r 2

Project

Concept Implementation

Note

.

Final

Assessment Evaluation

CHaPTER V: ProJecT DesioN Process 41


https://www.pmi.org

ORrcaNIsSATIONAL CapaciTy TOOLKIT

Notes:

After developing a strategic plan (refer
to Chapter lll) for the organisation, it is
now time to design projects that will

1. Assessment

The first step in the project cycle is
the assessment. Since an assessment
is a systematic examination of needs
and gaps, it is often called a «needs
assessment.» It is the process of
searching, inspecting, and examining
a situation to gather information about
what is happening on the ground. The
assessment process is valuable, as it
will enrich the quality of the project.
This phase will strengthen the organi-
sation's relationship and credibility with
stakeholders and beneficiaries. During
an assessment, you should analyse the
information gathered, to investigate the
causes/effects of the problem/issue
that your organisation is trying to solve.

Donors often impose tight timelines on
requests for project proposals, which
can cause organisations to rush, or
neglect altogether, the assessment
phase. Rushing an assessment usual-
ly leads to poorly designed projects.
Also, an incomplete assessment may
result in inaccurate information and
misleading data which will harm the
project and the organisation.

Tip!

Make sure any review and application of existing
information use credible and recognised sources so
you can be confident in the data you collect!

achieve the goals of the organisation
and realise your vision.

Keep in mind that an accurate assess-
ment and gathering suitable informa-
tion does not require considerable ef-
fort, time, or money.

Assessment methods

Many methodologies can be used to
assess a situation; organisations may
use one or more methods to gather the
necessary information. Following are
the most common.

Literature and Previous Data: Most
assessments start with reviewing the
available literature on the issue/problem
on which the organisation would like to
work. A review enables you to collect
previous «open source» data available
on the issue from different international/
local organisations and governmental in-
stitutions. Starting this way will save you
resources, time, and money. By taking
advantage of work others have already
completed, your organisation can use
the information to conduct an analysis of
the situation and identify gaps. You can
then use other methods to fill the gaps.

Qualitative Research is primarily ex-
ploratory research. It is used to gain an
understanding of underlying reasons,
opinions, and motivations. It provides
insights into the problem or helps to
develop ideas or hypotheses for po-
tential quantitative research. Qualita-
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tive Research is also used to uncover
trends in thoughts and opinions, and
dive deeper into the problem. Qual-
itative data collection methods vary
using unstructured or semi-structured
techniques. Some standard methods
include focus groups (group discus-



sions), individual interviews, and par-
ticipation/observations. The sample
size is typically small, and respondents
are selected to represent various de-
mographic or issue-based groups.

Quantitative Research is used to
quantify the problem by way of gen-
erating numerical data or data trans-
formed into usable statistics. It is used
to quantify attitudes, opinions, behav-
iours, and other defined variables — and
generalise results from a larger sample
population. Quantitative Research uses
measurable data to formulate facts and
uncover patterns in research. Quantita-
tive data collection methods are more
structured than qualitative data collec-
tion methods. Quantitative data collec-
tion methods include various forms of
surveys — online surveys, paper sur-
vey, mobile surveys and kiosk surveys,
face-to-face interviews, telephone in-
terviews, longitudinal studies, website
interceptors, online polls, and system-
atic observations.

Interviews: Key informant interviews
are qualitative in-depth interviews with
people who know what is happening
in the community. The purpose of key
informant interviews is to collect in-
formation from a wide range of peo-
ple—including community leaders,
professionals, or residents—who have
first-hand knowledge of the commu-
nity. These experts, with their particu-
lar awareness and understanding, can
provide insight into the nature of prob-
lems and give recommendations for
solutions.

A semi-structured interview is a
method of research used most often in
the social sciences. It is open, allow-
ing new ideas to be brought up during
the conversation as a result of what the
interviewee says. The interviewer in a
semi-structured interview generally has
a framework of themes to be explored.
However, the specific topic(s) the inter-
viewer wants to investigate during the

ORcANISATIONAL CapaciTy TOOLKIT

discussion should usually be thought
about well in advance (especially dur-
ing interviews for research projects). It
is generally beneficial for interviewers
to have an interview guide prepared,
which is an informal grouping of top-
ics and questions that the interviewer
can ask in different ways for different
participants. Interview guides help re-
searchers to focus an interview on the
issues without constraining them to a
particular format. This freedom can
help researchers tailor their questions
to the interview context/situation, and
the people, they are interviewing.

Observation is a data collection meth-
od, by which you gather knowledge of
the researched phenomenon through
making observations of events or cir-
cumstances, as and when they occur.
Observation often reveals important
information that cannot be obtained
through other resources or interviewing
people. Your organisation can use vol-
unteers to observe activities or events
in the community. For example, an en-
vironmental organisation might deploy
a team to watch how many people
do—or do not—throw garbage on the
street, or how many shoppers use plas-
tic bags versus reusable cloth bags.

How do you conduct an assess-
ment?

As with anything else, you need to
answer key questions: Why? What?
How? Who? When?

o WHY is the organisation doing this
assessment? What are the objec-
tives?

o WHAT is the organisation trying to
assess?

e HOW is the organisation doing this
assessment? What methods are
being employed?

¢ WHO will be involved in the assess-
ment?

e WHEN will you conduct the assess-
ment?
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Tip!

Crucial questions to answer as you
design an assessment:

e How will you engage stakehold-

e Are you applying a gender lens

ers in your assessment? .

to your
methodol-
ogy and your
analysis?

How will ensure
the quality of your data?

2. Problem Tree

After conducting the assessment, an
organisation could construct a problem
tree which will be converted later to an
objectives tree.

The problem tree is one method of map-
ping out core problems, along with their
causes and effects, helping project plan-

ners to identify clear and manageable
objectives. Like any other tree, the prob-
lem tree has three parts: a trunk, roots,
and branches. The trunk is the core
problem, and this will help to identify the
causes of the problem (the roots) and the
condequences (effects) of the problem
(the branches).

conseg
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Problem: A problem is a specific neg-
ative situation related to the stake-
holders’ condition. A problem trees
identifies the problem (sentences that
answer a «who,» «what,» and «where»),
written next to the trunk to identify
causes and effects. A problem might
be armed conflict in a community.

Cause(s): A cause is a factor that ex-
ists inside the community or external
environment that creates or contributes
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to the problem. For example, a high
percentage of unemployment contrib-
utes to the problem of armed conflict in
a community.

Consequence(s) (Effect): Effects are
political, economic, social, or environ-
mental conditions, usually unfavoura-
ble, which result from the problem. For
example, armed conflict in the commu-
nity affects the number of new and ex-
isting investments and startups.

Transferring the problem tree to objectives tree

An objective tree is a project planning
tool that helps analyse and graphically
break down objectives into smaller and

Problem Tree

N

C A

caues

Negative Statement

Problems (from the problem tree) are
transformed into positive objective
statements within the objectives tree.

more manageable parts. The objective
tree is a tool derived from its parent tool
the problem tree.

Objective Tree

Means
Positive Statement
The problem tree shows «cause-and-ef-

fect» relationships; also, the objectives
tree shows «means-to-end» relationships.
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Below, is an example of transfering problem tree into objective tree.

)

Problem

Women are disaffected with their
role in society

K

Cause #1

Women lack skills for
participation in their own

community
Cause #1.1
No strategy approach to work
with women

Cause #2

Capacity of local partners to
work with women is limited

\

N

Cause #2.1

Women have limited knowledge
about organising themselves

N S

) (

Cause #1.2

Limited capacity to design
women programmes

(

N

Cause #2.2

Lack of engagement from local
institutions

NS

)

Objective
Women have a proactive role in
helping society develop a vision
for the future

N

Women are empowered and
skilled for participation in
solution of their own and

problems of their communities

N
I N

Women networks are functioning
in selected communities

N

|~ N

Women networks capacity for
positive social change is
developed

N
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K

Local partners’ inst. capacity to
work on sustainable women
mobilisation and participation
has been developed

(
\

| N\

on the women mobilisation for
positive social change

N

|~ N\

Local partners are capable of
designing relevant women
programmes

NS

Local partners think strategically

N

Cause #3

Government lacks legislations
that support women involvement

Cause #3.1

No government department with
specific responsibility for women

N S

=N

More supportive women oriented
government legislations

Local partners undertake active
advocacy of government on
behalf of women

N



3. Concept Notes

A concept note starts the project de-
sign and proposal preparation process.
Preparing a concept note initiates
communication with partners and do-
nors before investing time in a project
proposal. Also, it encourages staff and
partners to develop new ideas for dis-
cussion before preparing a full project
proposal.

The concept note focuses on the idea
but not the details of the idea. This
approach is usually approximate with
enough features to present the project
that the organisation is planning to de-
velop. The concept note should show
why the idea is successful and how it
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will have an impact without going into
full specifications of the project.

Donors often request concept notes
as the first step in the funding process.
Donors like to have a preliminary idea
before encouraging organisations to
invest resources in developing the pro-
ject proposal. Most donors use con-
cept notes to shortlist organisations
when they expect a large number of
applicants to give them a chance for
negotiations in the early stages of fund-
ing decisions.

The differences between concept notes
and proposals are:

Concept Notes

A tool to start and test ideas for pro-
jects.

A tool to get donor’s approval on pro-
ject funding.

Focuses on problem analysis, general
objectives, and some results.

Includes every single detail of the pro-
ject.

The first step in project design.

The last step in project design.

Requires minimum resources.

Requires investing resources.

Takes a few hours/days to develop.

May take weeks to develop.

The concept note allows the writer to
organise and present the information
in the most precise possible manner.
Limiting the number of pages helps
the writer keep the concept note short,
clearly giving the main ideas. In later
stages, the full proposal presents all

the details of the project. Some do-
nors may also have specific formats for
concept notes, including the number of
pages and the content. However, usu-
ally, the concept note should be three
to five pages maximum.

ExaMPLE

Example of concept note contents:

e Concept Note Title

e Submitted by

e Date

e Problem Analysis

e Objectives

e Activities

e Qutputs

e Duration and Finance
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The concept note title must be dis-
tinctive, creative, and informative. The
title can consist of two parts; the first
part should be short and catch the at-
tention of the reader, while the second
should be longer to include informa-
tion.

Submitted by should include the or-
ganisation’s name and contact de-
tails of the organisation and person in
charge of this concept note.

Date of submission for the concept
note.

Problem analysis should include a
brief discussion of the key causes of
the problem/issue. How this problem/
issue affects the stakeholders and who
are those affected by the problem/is-
sue and where they are affected. Make
sure to apply a gender lens to your con-
cept and indicate how your project will
address issues of inclusion or gender
sensitivity. Try to answer the following
questions:

e From where did the idea of the pro-
ject come?

o What is the problem that the project
is trying to solve?

e Why is it necessary to address this
specific problem?

o What will be done to solve the prob-
lem?

e How does this project differ from
previous projects? Here, you should
demonstrate how the project is cre-
ative and how it differs from other
projects.

Objectives should be based on the
problem and objective trees developed
as part of the assessment process. De-
pending on the size and duration of the
project, the objective or objectives to
be achieved by the implementation of
the project should be defined. These
objectives must be SMART: Specif-
ic, Measurable, Achievable, Realistic,
Timely, and relevant to the organisation
and to the target group. Furthermore,
the objectives of the project must also
reflect the strategic objectives of the
organisation.
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Activities should include a summary
of what is planned to achieve the ob-
jectives of the project. In the concept
note, the activities should be listed
briefly without mentioning the details of
each activity. Moreover, activities must
be related to the achievement of the
project objective or objectives. Your
concept note should articulate how
your approach to activities will achieve
the project's objectives.

Outputs are the expected results of
the project and must directly relate to
the activities and the project. Your con-
cept note should describe the target
group(s) benefiting or impacted by the
outputs. Many donors focus on specific
target groups such as women, youth,
persons with disabilities or marginal-
ised communities. You should indicate
the expected quantitative and qualita-
tive benefits, when and where they will
take place, and the assumptions and
reasons for your expectations. Finally,
you should note how you will evaluate
outputs and impact and who will be
evaluating these results.

Duration and finance should include
the number of weeks/months/years ex-
pected to implement the proposed pro-
ject. You will, of course, need to pro-
vide a donor with a sense of the cost of
implementing the project.

Before preparing a detailed budget, it
is crucial to have an overview of the in-
puts needed to achieve the objectives.
These may be, for example, human re-
sources, travel costs, the cost of work-
shops, vehicles, equipment, supplies,
services, utilities, and general expens-
es. Your concept note should include
the broad total budget lines, without
mentioning the details of each item. For
example:

o Staff salaries throughout the project.

o Fixed expenses: office rental costs,
electricity, telephone, internet, etc.

e Operational expenses: The total
cost of equipment, stationery, and
other operational costs related to
the project.

o Total costs of activities.
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Tip!

Once a donor sees the proposed
cost of a project, even in a concept
note, they will expect to see the
same—or less—projection in a for-
mal proposal application. While you
should not include inflated costs
in a concept note, make sure you
have anticipated all necessary ex-

penses in

your  broad
budget over-
view. It will be

much easier to pres-
ent a lower budget in a formal
proposal than a higher one!

Your concept note should also mention
any other sources of funding that might
be available for the project. Donors
appreciate organisations that make an
effort to share the cost burden of pro-
jects.

The process of writing concept notes
for the project is a delicate process. It
should reflect the idea and the plan of
the project and the need of the target
group with whom your organisation
works, in addition to the importance
of solving a problem. You should pres-
ent all of the points mentioned above
in no more than three to five pages, to
convince the donor about the impor-
tance of your project.

Present your concept note to your or-
ganisation's team and listen to their
ideas about what you are propos-
ing. You can also ask for the views of
friends and supporters of the organisa-

4. Proposal

The primary purpose of a project pro-
posal is to provide a well-structured,
clear, detailed document to donors and
partners for final approval and funding
for the project. The project proposal
document also serves as part of the

tion, as their opinions will contribute to
the development of the concept note
and, later, the proposal.

If the donor rejects your concept note,
ask to know the reason. Most donors
are happy to let you understand why
a concept note is not appropriate, and
they appreciate that feedback is an in-
tegral part of the project development
process. Knowing why your concept
note is rejected helps you improve on
the next one.

In the end, always remember that the
project must reflect your organisation's
strategy and your target group's needs,
which should be in line with the priori-
ties of the donors, or else it will not be
considered or funded.

If a donor reacts positively to your con-
cept note—Congratulations! Now, it is
time to write your proposal.

agreement or the agreement itself with
the partners and donors. Keep in mind
that the project proposal will be written
based on the concept note you have
already developed.

CHaPTER V: ProJECT DESIGN PrROCESS 49

Notes:



ORrcaNIsSATIONAL CapaciTy TOOLKIT

Notes:

Tips for Proposal writing

Make a plan and schedule for writ-
ing the proposal; the process needs
time for writing, editing, reviewing,
editing, finalising, and submitting.
Decide on a core team for the pro-
ject and collect updated curriculum
vitae (CVs) or résumés which will be
included in the proposal.

Consult and work with the finance
team to prepare expenditure costs
for different activities—per diem,
consultants’ rates, equipment, and
training and meeting venues.
Involve your Monitoring and Eval-
uation expert in the organisation to
help prepare a well-structured M&E
plan.

Learn from previous experiences
in submitting proposals to the same
donor or contact partners to learn
from their experience with the same
donor/partner.

Ask questions. Usually, donors pro-
vide a specific period for organisa-
tions to submit questions about the
call for proposals. Use this oppor-
tunity carefully and submit a list of
clear questions to help the proposal
writing team in their job. Remember
that donors share all questions and
answers with other organisations
competing for the project funding.
READ, READ, and RE-READ the
request for proposals documents
from donors and follow their guid-
ance.

Follow the donor’s guidance in
preparing the proposal document if
you want to get the funding.

Write the proposal using facts not
emotions. Organisations should be

Proposal Template

Most donors have a template for pro-
posals that organisations should follow
in their preparations for projects. How-
ever, here are the usual, general sec-
tions of a proposal template.

Information sheet.
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able to substantiate all statements
in the proposal, otherwise, do not
write them.

Highlight what the project will
achieve and how; not what should
be done in general to address the
identified problem/issue.

Use simple language and do not
overuse abbreviations, initials,
non-English expressions (unless
translated) or jargon.

Define acronyms when they first
appear in the text and provide a
glossary.

Choose powerful and energetic
action words when writing the pro-
posal. Examples: achieve, analyse,
define, learn, or search, and avoid
passive verbs such as «was» and
«were».

Format the proposal to be clear,
easy to read, and attractive.
Use headings, subheadings, and
text boxes systematically. Tables,
charts, diagrams, and drawings can
clearly and quickly communicate
complex ideas and make them eas-
ier for donors to understand.

EDIT, EDIT, and then PROOF-
READ the proposal. Check your
spelling, grammar, and formatting.
Errors make the proposal look un-
professional. If you are writing in a
language that is not your mother
tongue, ask a friend who is profi-
cient in the language to check—and
correct—your proposal.

Get an external perspective. Invite
people from outside your organisa-
tion to read the proposal and check
unclear ideas or paragraphs.

Summary.

Context (Background).

Problem justification.
Objectives.

Results.

Sustainability.

Monitoring and evaluation plan.



e Organisation structure and project
personnel.

e Activities schedule.

e Detailed budget and division of fi-
nancial sources.

e Annexes.

Information sheet: Indicate the pro-
ject title, the name of the lead organisa-
tion (and potential partners, if any), the
place and date of project preparation
and the name of the donor to whom the
proposal is addressed.

Summary: Include a summary of the
following: the problem statement; the
project’s objectives; description of
the implementing organisations; the
key activities; and the total requested
budget. The project summary is the
last section to be compiled, after fin-
ishing the full proposal.

Context (background): Include a de-
scription of the political, social, eco-
nomic, and cultural background in-
fluencing conditions for the project. It
should contain relevant data from re-
search carried out in the project plan-
ning phase, including any needs-as-
sessments, or information collected
from other sources.

Problem justification: Articulate the
problem statement which provides a
description of the specific problem(s)
the project is trying to solve, to «make
a case» for the project. Describe the ef-
fect of this problem on stakeholders.
Also, include a description of the strat-
egy chosen for solving the problem and
precisely how it will lead to improve-
ment. Furthermore, this section should
include a description of the capabilities
of the organisation to implement the
project by referring to its capacity, pre-
vious projects achieved, and how the
partners will support the implementa-
tion of this project.

Goal and objectives: Define the over-
all project goal by explaining why and
how the project is essential to solve the
core problem. Break down and detalil
specific project objectives that contrib-
ute to reaching the overall project goal.

ORcANISATIONAL CapaciTy TOOLKIT

Results: Describe the outcomes of the
project, what the project will deliver to
the stakeholders, and how it will solve
the problem.

Sustainability: Demonstrate how you
expect results and benefits of the project
to continue beyond your intervention.

Monitoring and evaluation plan: De-
scribe plans to monitor and evaluate
the performance and effectiveness of
the project. Note the indicators you
will use to measure success. This plan
should include the overall learning
events planned for the project, project
implementation monitoring activities,
critical assumptions tracking, midterm
or final evaluations and quantitative
and qualitative studies. For more infor-
mation, see the section in this toolkit
on Monitoring and Evaluation.

Organisation structure and project
personnel: Focus on the human re-
sources and organisational structure
necessary to plan, implement, moni-
tor, evaluate, and report. This section
allows the donor to understand who
is responsible for the various project
phases and how the organisation will
manage resources.

Activities schedule: Detail the pro-
ject activities; identify their logical se-
quence and highlight the link between
activities.

Detailed budget and division of fi-
nancial sources: Include, in detail, all
the financial requirements to imple-
ment the specific activities. If there are
several donors included in the propos-
al, note how each donor will contribute
to the project. Include detailed budget
notes to demonstrate from where and
how you calculated your budget fig-
ures. For more information, see the
section in this toolkit on Budgets.

Annexes: Include any additional infor-
mation that you do not include as part
of the main proposal, such as registra-
tion documents, studies, staff resumes,
and documents related to the project
partners.
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5. Budget

A budget completes your proposal and
explains your programme in monetary
terms. It determines the boundaries of
the project. If it is too high, the donor
may ask you to reduce it or may reject
the entire proposal — especially if there
is a competitive process with other or-
ganisations to consider. Your budget is
essential for projecting expenses, but
also to convince donors that you will
deliver value for their money.

Budgets should be:

e Transparent.

o Demonstrate impact.
o Demonstrate capacity.
e Be realistic.

There are two types of budgets:

Line Item: Provides the total cost
projections for various categories of
expenses throughout the life of the
program. Generally, the categories
include; Employee Compensation,
Contractual Services, Transportation
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and Accommodation, Meetings and
Events, Equipment and Supplies, Indi-
rect Costs, and so on. Sometimes the
donor will provide a template, and the
categories are defined. Often, however,
you will need to construct your budget
template with categories you specify.
Be sure that the categories are clear
and reasonable.

Activity-based: Provides the actual
costs of carrying out programme ac-
tivities broken down by monthly ex-
penditure. Uses similar categories as a
line item budget, but the activity-based
budget demonstrates the projected
monthly expenditures (spending) in
each of those categories.

Elements of budgets include:

e Project activities.

e Operational costs.

e MA&E activities.

e Contingency.

e Matching or donated costs.
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Tips!
Tips for preparing budgets

e Check the application or under-
stand the donor’s guidelines.

e Is there a budget limit?

e Are there items/activities for
which the donor will not pay?

¢ Research costs — DO NOT make
them up!

e Engage all team members in

talking
through
activities.

Staff costs

e Be transparent.

e Be realistic.

e Break down by hourly costs at
market rate.

6. Project Agreement and Negotiation

If a donor accepts and approves your
proposal for funding—congratulations!
But, it is important to note aapproving a
proposal is not the same thing as hav-
ing an agreement to implement a pro-
ject or programme or to spend money.
Organisations should not make any
budgetary commitment UNTIL they
have a signed agreement or contract
for spending.

Once the donor accepts a proposal,
you will need to negotiate an agree-
ment. The donor will review both activ-
ities and budget with the organisation.
Expect some changes—this is normal.
For example, the donor might appre-
ciate an organisation's ability to man-
age programs, and like most proposed
activities, but may want to change or
eliminate some aspect. Changes to ac-
tivities may have a budgetary impact.

The donor-implementer relationship
works best when both consider it a
partnership. If an organisation feels
strongly about something, it should
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respectfully make an argument for its
priorities. The programme may not look
exactly as proposed, but the negotia-
tion of an agreement is a part of the
process.

You and your organisation must feel
comfortable with the programme be-
fore signing an agreement. If you think
the agreement contains elements you
cannot live with, then you must make
your point. For example, some do-
nors insist that implementers display
the donor's logo and other branding
throughout the programme. However,
in some contexts putting branding on
materials may endanger implementing
staff. Consider areas with high terrorist
activity or strong anti-foreign govern-
ment sentiment; it may focus attention
on an implementer if they are required
to display flags or logos of sponsoring
countries. Quite often implementers
will negotiate with the donor on issues
such as this, and most often donors are
understanding and willing to yield.
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Monitoring & Evaluation (M&E)

CHAPTER VI

In this section we explore one of the
most important, and often intimidat-
ing, elements of programme imple-
mentation:

Monitoring and Evaluation (M&E)

For many activists, M&E is an intimi-
dating concept. Many people think that
M&E is a complicated process. Donors
and M&E experts often use cryptic and
abstract terminology that can be—at
best—confusing and—at worst—scary.
So, let us break it down.

M&E is not something you design or
implement after your project or add as
an afterthought. It should be a funda-
mental element of your project design
and implementation. Just as no project
is complete without a budget, no pro-
ject is complete without a M&E plan.

What is monitoring and evaluation?

e A systematic and (often) long-term
process that gathers information
on the progress made by an imple-
mented project.

e Atime-specific judgment if a project
has reached its goals and delivered
what was expected according to
the plan.

MONITORING

«A continuous, methodical process of
collecting data (information) through-
out the life of a project.»

Information should be collected at
every step of the project. Datalnforma-
tion can be collected for regular eval-
uation of progress so you can make
adjustments while work is on-going
on. Monitoring can also systematically
track conditions or trends, for example,

changes in the environment or the sta-
tus of women.

EVALUATION

«Assessing what has taken place by
measuring, analysing, and interpreting
change.»

Evaluation assesses and interprets
the data collected during monitoring.
Evaluating the outputs, outcomes and
impact of your activities allow you to
determine what difference your project
has made to beneficiaries.

Why Monitor and Evaluate?

e Accountability—it holds your team
to account for its work on a pro-
gramme and provides the donor or
your funders with confidence that you
are doing what you said you would.
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Supervise the work of staff and
volunteers—It provides leadership,
managers, and staff with a clear
roadmap and targets of what needs
to be done.

Learn and improve work—it al-
lows for reflection and an opportu-
nity to adjust to circumstances. It
also lends to the efficiency of work,
particularly if everyone understands
the objectives and goals.

Provide evidence for advoca-
cy—data collected through mon-
itoring and evaluation allows for
evidence-based arguments for your
advocacy programmes.

Public relations—Data and stories
collected through M&E allows you
to package information for use in
promoting your organisation.
Resource allocation—M&E plans
allow you to map out what resourc-
es need to be employed at a par-
ticular time.

Measure impact—M&E allows for
the collection of data that demon-
strate the impact of programmes.

Challenges to M&E

It takes time—While it is worth-
while, creating M&E plans, collect-

Are we doing
what we said
we would do?

Are we making
difference?

Are these the
right things
to do?
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ing and analysing data, takes time
and human resources.

o It is difficult to measure complex
democracy programmes—pro-
grammes aimed at changing behav-
iour present challenges. How you
measure attitude change is impor-
tant but difficult.

e Some donors are reluctant to pay
for M&E activities —well-construct-
ed M&E systems need resources for
which some donors may be reluctant
to pay. They may insist that fewer re-
sources be committed for the same
level of monitoring and evaluation.

o Different opinions on what change
looks like, and what makes a dif-
ference—not everyone always
agrees on the causes of change,
or even what qualifies as change.
Therefore your M&E plan must be
well thought out, data collection
should be rigorous, and your anal-
ysis based on evidence.

Three universal evaluation
questions

There are several different methods
and systems for monitoring and evalu-
ation, but they all ask and answer these
three universal questions.

Internal validity

Impact
assessment

Strategic
relevance
and learning



Planning for M&E

When planning for M&E, involve every-
one. Include the whole project team in
designing the M&E plan. The team that
develops activities is best-placed to
know what can be monitored and what
the anticipated results are. Know your
project, inside and out.

If you define the desired changes, the
process by which change is expected
to happen and the resources needed
to make the change, you will be in an
excellent position to decide on a moni-
toring and evaluation strategy.

Ask yourself the following questions:

e For WHOM are we doing this?

D |s it for the organisation or the
team implementing the project
or programme?

D |s it for the leadership of the
CS0O?

D Is it for the donor?

D Is it for the beneficiaries of the
programme?

e  WHAT will we monitor or evaluate?

» Different stakeholders have dif-
ferent interests and priorities.
A donor may have different pri-
orities than a beneficiary.

e HOW is the monitoring and evalua-
tion activity to be done?

» What resources (time, money,
and people) do you have and
are they enough for the M&E
activity?

Tip!

Many donors will ask you to articulate risk mitiga-
tion measures, in addition to identifying risks.
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The stages of M&E

M&E involves different stages through-
out the life of your project. These
stages should be included as distinct
project activities. The main stages of
monitoring and evaluation are:

e Formulating and setting objectives.
¢ |dentifying indicators.

¢ Monitoring results (Collecting infor-

mation).
e Reviewing and reporting on results.

The logical framework

The most common method used for
designing M&E plans is the «logical
framework.» This framework is also
known as «goal oriented project plan-
ning» or «objectives oriented plan-
ning.» While it may seem confusing at
first, the framework provides a logical,
step-by-step approach to the elements
of a project as they are implemented.
For a step-by-step explanation of how
to design a logical framework for you
project, consult the video on M&E on
IWPR’s YouTube channel.

Individual elements of a project are

impact, outcomes, outputs, and activi-

ties. For each of these elements, a log-

ical framework should note:

¢ Indicators > what is being measured.

o \erification > how indicators are
measured.

e Risks and assumptions > external
events that may affect achievement
of each element.

As an example, the following, simpli-
fied framework is presented for a hy-

pothetical project that contributes to
women’s economic independence.
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Impact/Goal/Overall
Objective: Women gain
economic independence
to support themselves
and their families.

Indicators

WHAT is measured

The rate of poverty
among women and
children decreases.

Verification

HOW indicators
are measured
o Official statis-
tics.
eSurveys in the
community.
e Observations.

Risks and Assumptions

External events that may
affect achievements

Risk: the legal framework
prevents women from ex-
ercising economic inde-
pendence.

Outcome/Specific Ob-
jective: Project partic-
ipants engage in eco-
nomic or entrepreneurial
activities.

4 participants start
their own business.
4 participants se-
cure jobs using new
skills.

¢ Questionnaire
to participants.

eSurvey of em-
ployers.

Risk: the economy does not
support new employment.
Risk: families do not allow
women to engage in busi-
ness.

Outputs/Expected Re- 8 participants gain
sults: Project partici- new skills or knowl-
pants have new skills edge.
to engage in economic
activity.

eQuestionnaire |Risk: training not clear
to participants. |enough for participants to
understand.

Assumption: participants are
interested in the topic.

Activities/Interventions/ |10 participants at-
Inputs: Workshop on how  tend the workshop.
to start a business and
market your skills.

¢Sign up sheet Risk: participants do not
of participants. | attend.

Working your way through the logical
framework will help you ensure that your
activities are appropriate interventions
to reach your objectives—the desired
change and results you want to achieve.
Too often, organisations mistakenly de-
sign projects beginning with activities.
If you start by defining your overall goal
(impact), you can then understand what
specific objectives will contribute to
your goal. You will also be able to de-
sign activities that are most appropriate
to achieve the desired outputs.

The following diagram helps you un-
derstand, not only how the different
elements of a project relate to each
other, but also the level of influence
your project has on each component.

B0 CHaPTR VI: MoNTORING & EvaLuation (M&E)

As a project implementer, you have a
direct influence on your activities and
outputs. Your activities—whether they
are trainings and workshops or the pro-
vision of services—are under your con-
trol. Your activities influence the out-
puts—whether they are increased skills
or the improvement of the health of
individuals. You have less influence or
control over the outcomes and impact
since these relate to institutional or be-
havioural change based on the activi-
ties and outputs. You can still, howev-
er, monitor and evaluate the outcomes
and impact if you have, at the begin-
ning of your project, clearly articulated
«SMART>» objectives, and established
indicators to measure the achievement
of the objectives.
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Direct Gontrol:

Trainings, ) .
Workshops Direct Influence:
Increase . .
individual Ind!rt.act Influence:
skills Individual/ . .
Institutional Remote In Iugnce.
behaviour Gender Equality/
change Improved
Democracy

A note on the difference between objectives and indicators

M&E experts use jargon that is often An objective is not an activity or an out-
confusing to implementers who are put, and an indicator is not a change.
new to monitoring and evaluation! It is

important to know:

Tip!

Objective: Indicator:

What your organisation is trying Information that
to achieve, not what it is trying provides evidence
to do. of change.

An objective must be «<SMART»

Specific

I Measurable

I Achievable

Realistic

Time bound
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Indicators are information that provide
evidence of change. As we saw from
the logical framework, indicators can
be as simple as the number of partic-
ipants that attend a workshop or as
complicated as a reduction in poverty
rates. Whatever you choose as your
indicators for your monitoring and
evaluation plan, you must be specific
about the way in which you will meas-
ure the indicator and how often you will
collected the data. Indicators may be
qualitative or quantitative.

Key questions for defining indicators

e From where will you collect informa-
tion?

e Will it be credible/accurate?

e What resources are needed to col-
lect?

e Do you have capacity to collect in-
formation honestly and accurately?

e Do we need baseline information?

o Will the indicator tell you something
you did not know before?

e Will it help you make decisions?

Data collection methods and
tools

Once you have identified which indica-
tors you will need to provide evidence
of change, there are several methods
you can use to collect the information.
None of these methods are expensive,
but you will need to commit volunteer
or staff resources to collect the infor-
mation.

Methods for data collection

e Templates for recording quantitative
data.

e Surveys.

e Observations.

e Interviews.

e Focus groups.

e Case Studies.

Tools for data collection

e Informal interviews

e Semi-structured interviews
e Focus groups

e Community interviews

B2 CHaPTR VI: MoNiTorNG & EvaLuation (MEE)

¢ Participant observation
e Mapping

e Time lines

e \Venn diagrams

e Flow charts

e Testimonials

Reviewing and Reporting Results

The monitoring and evaluation of your
project is not complete unless you
report the results. Once you have im-
plemented activities, identified the in-
dicators to evaluate the outputs and
outcomes you expect from your pro-
ject, and collected the information to
verify the indicators, you are ready to
report your results.

The project team should review all the
data collected and brainstorm to inter-
pret the significance of the facts and
results presented in the information.
Your report should present the facts and
results together with your interpretation
and analysis of information. Your report
can be presented in the following way:

e A record of activities, outputs, and
outcomes.

e Interpretation of the significance of
activities.

e Evaluation of the facts and results
presented.

e Discussion of the outcomes.

e Conclusions.

e Recommendations.

Evaluations should answer:

1. Has there been a change? Chang-
es can be positive or negative.
In some cases, it might be worth
noting changes that have not hap-
pened, but which should have been
expected.

2. How significant was the change?
Some changes are small, and some
are life-changing. Consider if you
need to emphasise the significance
of the change.

3. How many people were affect-
ed by the change? Was the entire
community transformed or just a
few people? It is useful to know how
many.



. Which target groups were affect-
ed by the change? Change does
not happen equally to all stakehold-
ers. Some benefit more than others.
You need to be clear about target
groups affected.

. Was the change intended? Some-
times change is unplanned, and this
presents a learning opportunity pro-
viding insight into future program-
ming.

. Is the change sustainable? It is
useful to estimate or describe if
change is long-lasting and how that
might look into the future.

. What made the change happen?
How the change came about or
what were the key processes lead-
ing to it, are essential elements to
understanding how to replicate the
change. It also helps to verify that
the change is a result of your pro-
gramme and not a result of some-
thing else, unrelated to the activi-
ties.

. How will the change result in a
positive difference to people’s
lives? Sometimes the implication
of change is not understood by out-
siders. If you report on an impact,
the benefits of change are clear. But
if you are reporting on outcomes—
more immediate results of activi-
ties-the significance of the change
may not be obvious.

9.

ORcANISATIONAL CapaciTy TOOLKIT

How do changes compare to
baseline information? You can-
not credibly say there was change
if you do not describe what existed
before.

10.How do changes compare to

11

what was hoped for or consid-
ered realistic? Similarly to the for-
mer question, you need to demon-
strate what you expected so that
the impact and effect of change are
understood.

.What evidence do you have for

change? You need to describe ev-
idence so that the audience can
decide if it is valuable. There is a
big difference, for instance, be-
tween statistically reliable quanti-
tative data and anecdotal evidence
gleaned from a couple of people. It
is, though, acceptable to use anec-
dotal evidence, you only need to be
clear what the evidence is. Do not
report anecdotal evidence as if it
was rigorous data.

12.How was any change attributable

to the work of your organisation
or partners? It is not always easy
to attribute change to work you do
or allow you to be definitive about
the change. To be taken seriously,
it helps if you indicate your level of
confidence and allow for other pos-
sible reasons for any change.
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Communication Planning

CHAPTER VI

In this section we explore organisa-

tional communication including:

¢ |dentifying and understanding au-
diences.

¢ Internal Communication.

e External communication.

e Communicating with donors.

e Media.

You need to prepare to communicate.
Just as we take time to think of a con-
versation we will have with family mem-
bers, considering how they will likely
react to any number of approaches, we
need to prepare to communicate with
audiences. We prepare a script, prac-
tice each message, and settle on what
we think will work best.

Once we have prepared and designed
an approach, we deliver the message.
If we are communicating with family
members, we evaluate how they re-
ceive the message, we look for visual
cues to see how they react, we ask for
verbal confirmation; we assess wheth-

Know your audiences

Organisations have two audiences: In-
ternal and External.

Internal audiences are members of the
organisation; board, staff, volunteers,
members, and anyone else who might
contribute to the functioning of the or-
ganisation. Many organisations take in-
ternal audiences for granted and do not
communicate well with this crucial group.

External audiences are people outside

er our communication was effective
and produced the outcome for which
we had hoped.

Organisational communication is not
much different from discourse with
family members. We prepare, de-
sign, deliver and evaluate outcomes
and impact. Organisations need to be
systematic and deliberate about their
communication; they need to share
communication plans with internal
audiences, ensuring everyone under-
stands the strategies and goals. The
media they use to communicate have
to be thought out and optimised.

the organisation; donors, media, par-
ticipants or programme beneficiaries,
governments, and the general public.
These are essential audiences to win,
inform, and motivate. External audi-
ences can be favourable to your organ-
isational objectives, or not supportive.

Understanding your audiences is cru-
cial. Take the time to consider them
and think about who they are and how
you need to talk with them.
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Begin communication planning with
the following questions:

o What is the objective or action we
want as a result of our communica-
tion?

e \What message or messages do we
need to achieve our result?

e Given our audiences, what is the
best vehicle for our messages?

o Who is the most effective messen-
ger for various audiences?

Communicating with audiences

Map your audiences

In planning your communication, it is
worthwhile creating an audience map,
or profile. Thislt helps to identify au-
diences and segments, what they re-
spond to, and how to approach them.
Below is a sample profiling chart that is
useful in communication planning. Be
sure to engage your team in develop-
ing a communication plan, so that they
understand what to say to whom, and
how. Ultimately, everyone in your organ-
isation is a messenger or ambassador.

Internal/ | Audience Profile Goal Outreach

External

Key Messages

Frequency

Internal  Volunteers e Mostly youth e Keep engaged o We are partners e Social media Weekly
e Predominantly in our pro- in success group chat
women grammes e Your efforts are ~ programme
e Committedto e Mobilise building our updates
cause Gl e \olunteer Annual
¢ Use social media e We are thankful L
for your support appreciation
event
External Donor e Focused on e Provide regular e Your donation e programme Monthly/

cause as na- programme is making a update and Quarterly
tional priority updates difference in organisation
e Wants results e Provide com- community bulletin
XX munity develop- development e Success Post activity
e Interested in ment updates e We appreciate stories
community e Build support your support o Events Activity
development for future fund- defined

ing

The profile of different audiences helps
you map your overall goals of com-
munication with them; key messages,
outreach strategies and how often you
need to engage them. The audience
profile attached here is a simple exam-
ple that is easy to use. Keep in mind

Internal Audiences

Internal audiences include all those peo-
ple who are part of your organisation,
work for you, are members, or volunteer.
Sometimes the importance of internal
communication is underestimated, par-
ticularly for small organisations.
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that a communication strategy is al-
ways evolving. You will need to update,
for example, a particular entry as you
learn things about key groups. Also,
goals will change, key messages will
evolve, and frequency will depend on
your goals. This is a planning tool.

However, well planned and consistent
internal communication is essential
for any size organisation. For exam-
ple, volunteers join organisations for
different reasons but appreciate that
their efforts are valued and recognised.



Leaders of volunteer organisations
need to be deliberate in demonstrating
that appreciation regularly. Remember,
acknowledging the contribution of all
volunteers is important and should in-
clude those who have not been active
in a while, for whatever reason.

Internal Communication

Quite often, the leadership of small vol-
unteer groups will say, «<communication
plans and systematic communication
are important for large organisations.
We are small, all friends, and talk all
the time; we don’t need to document
our internal communication systems or
policies.»

This reasoning may be valid, and these
leaders may be satisfied with the sta-
tus quo. However, even small groups
of friends can benefit from communi-
cation planning which ensures every-
one talks about the organisation in the
same way, receives consistent infor-
mation, and introduces efficiency when
things get busy.

Hold regular meetings

Establishing a schedule of regular or
routine meetings is important. Make
sure you provide participants with a
chance to «get on the agenda» by giv-
ing them the opportunity to make pres-
entations, submit reports or provide up-
dates. Allow meeting participants time
to prepare (days or hours before the
meeting) before asking them to speak.

THINGS TO CONSIDER

e Do not overdo the number of meet-
ings! Very few people are enthusias-
tic about organisations that spend
all their time in meetings.

e Make sure you schedule meetings
at appropriate times when your
membership or participants can at-
tend without putting stress on work
or family commitments.
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Location is important too, you will
know best where it is your members
can and cannot meet, but the ap-
propriateness of the meeting venue
is equally important. Is it conven-
iently located for everyone? Is it a
socially acceptable or secure place
for certain participants to attend?
Ensure people know what to ex-
pect, and what is expected from
them, before they get to the meet-
ing. People do not want to be put
on the spot or embarrassed in a
meeting if they are being asked for
the first time to contribute for some-
thing they have not prepared.

Each meeting, whether internal
or external, should always have a
purpose. People will lose interest
in participating if they think meet-
ings are useless, and you risk losing
credibility.

Meetings should be structured;
agendas can help keep everyone
focused, and should be flexible
enough to add issues.

Meetings should be structured and
facilitated by a meeting chairper-
son. This person is responsible for
keeping the discussion on topic, re-
specting time, and giving people fair
time to speak.

It is also important that someone
is designated to record the dis-
cussions and highlight decision
points and agreed-to action items.
The recorder, or rapporteur, should
note; date and time of the meeting,
those in attendance, identify speak-
ers and their key points, decisions
made (decision points), action items
agreed to, and when the meeting
ended or adjourned. The rapporteur
should include her or his name on
the meeting notes/minutes in case
anyone needs to follow up or re-
quires clarification.

Notes should be cleaned up; the
chair of the meeting or leadership of
the organisation should review, edit
and approve before distributing to
participants.
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Sample agenda and meeting minutes template

Meeting Minutes

Date, time, location
Order of Business

agenda
e Minutes of the last meeting

e Programme team updates

e Reports

o Updates

e Administrative business

o Any other business

o Review decisions and action points
e Confirm the next meeting

e Adjournment

Name of Meeting (Team, Directors etc.) | Follows flow of Agenda:

e Chairperson’s remarks, reading of the | ¢ Date, time, and location of the meet-

e Business arising from the last meeting| pants, also indicate who said they

e Type of Meeting (ie. Monthly team
meeting, Directors’ Meeting, etc)

ing
e Attendance (the names of partici-

could not attend)

e Indicate who the chair of the meeting
is and who the rapporteur is

e Key discussion points and action
items

¢ Details of the next meeting

e Time of adjournment

THINGS TO CONSIDER

e Agendas are used to focus discus-
sion not limit speech.

e Agendas help to respect and max-
imise people’s time.

o Meeting agendas add to organisa-
tional accountability and transpar-
ency.

e \When possible, make it a practice
to distribute agendas in advance of
meetings and or invite participants
to suggest agenda items.

e At the beginning of a meeting, it
is important that people see and
consider the agenda and have the
opportunity to propose additional
items.

e Be flexible, but not irresponsible,
with the time people give to meet-

ings. Discussion should be fo-
cussed and within the time set for
the meeting.

Meeting minutes and records

Most importantly, organisations must
be disciplined in recording their meet-
ings and systematically archiving their
records. This is necessary because or-
ganisations evolve and people come
and go. If there is a historical record
of decisions and actions available to
new members, for example, it will help
them understand the institutional evo-
lution of the organisation. It is also an
important organisational process tool
that ensures people are accountable
for their actions and the leadership is
better able to monitor progress.

NoTE

In environments where security and
protection of activists is a concern,
an organisation has an obligation to
ensure its records do not risk the
safety and security of its members.
If there is a security risk to people,
if an armed group obtains meeting
minutes for example, and peoples’

names are
on meeting
notes, it may put
them at risk. Some
organisations choose
not to put names of their partici-
pants on meeting notes, or use in-
itials only, or provide pseudonyms.
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Using technology to communicate
with internal audiences

Technology provides excellent op-
portunities for teams to communicate
rapidly and collaborate on work. Lim-
ited access groups can be established
allowing teams to exchange informa-
tion in real time. Many civil society or-
ganisations make good use of Face-
book Messenger and Groups, Viber
Groups, WhatsApp groups, as well as
Skype groups. While these platforms
are excellent for real-time conversa-
tions, chatting and quick exchange of
information, groups need to be careful
that they do not become a substitute
for formal meetings or channels of re-
porting. This is important because;
infrastructure is not always reliable,
administrators can leave organisations
(and histories of chats or document up-
loads could be wiped out), and security
breaches can occur.

Collaborative team environments are
becoming more common and contribute
to an organisation's efficiency. Cloud-
based storage and workspaces allow
people to work on and share docu-
ments, forms, and other work products.
Collaborative team environments also
enable organisations to store valuable
information in relatively secure environ-
ments. Collaborative spaces do, howev-
er, need to be responsibly managed and
thought out. Limiting access to sensitive
documentation is essential; financial or
human resource files for example.

THINGS TO CONSIDER

e Use technologies that the major-
ity of the team is most comforta-
ble with and are easily used in the
environment in which you operate.
Avoid using multiple platforms, as
information is sometimes lost or un-
intentionally ignored.

e Do not let informal shorthand com-
munication channels become re-
placements for formal meeting and
reporting systems within the organi-
sation.

e Be aware, and understand, legal
requirements and obligations relat-
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ed to data protection and privacy.
Ensure that whatever data storage
options you use, provide the maxi-
mum protection for the right to pri-
vacy-related information.

e Implement systems to clean chat
histories, backup and secure impor-
tant information, and ensure that in-
formation shared digitally does not
put computing systems, devices or
people at risk (viruses, inappropri-
ate content, etc.).

e Develop protocols for data manage-
ment that might include checklists;
for example, the volunteer that has
been managing the online storage of
documents is leaving to take a paid
job in another city. Has this person
transferred administrator rights to
someone in the organisation? Has
this person left instructions for login
including passwords? Will she or he
be allowed access after she or he
leaves? Do you need to change the
system or network passwords?

e Remember, digital information is
only as secure as you make it; hack-
ers or human error can compromise
your digital world.

Reporting

All organisations need internal report-
ing that provides the leadership, teams,
members and volunteers with infor-
mation about programmes, adminis-
tration, policies, objectives, direction
and so on. Regular reporting should
be standardised; reporting templates,
for example, allow for consistency and
ensure detailed reporting. However, not
all organisations have the same insti-
tutional needs and reporting, in some
cases, might be oral or verbal report-
ing at regular meetings. You should,
however, archive all reports—or the
substance of reports—in a way that fu-
ture staff or volunteers can access and
understand what has happened before.

e Administrative reporting often
provides information on human re-
source policy or organisational ac-
countability measures.

¢ Financial reporting is usually in-
tended for leadership audiences

CHapPTER VII: COMMUNICATION PLANNING 71

Notes:



ORrcaNIsSATIONAL CapaciTy TOOLKIT

Notes: and or governing bodies (such as
general assemblies as well as gov-
ernment regulators). Many organ-
isations that receive grants are re-
quired to do monthly, quarterly, and
annual financial reporting.

o Programmatic reporting advises
the leadership of programme pro-
gress and informs other teams.

o Board reporting is regular report-
ing to the board of directors by the
organisational leadership team. A
board report is usually a consolida-
tion of all organisational reports and
often provided on an annual basis.

External Audiences

Quite often people think of external au-
diences in broad terms; «the public»,
«the media», «the government», «do-
nors» and so on. This expansive view
has some use, but it does not account
for more specific audiences within that

Our Donors

Programme
Participants

CBOs should segment «the public»
when developing communication strat-
egies. There are gender segments; men
and women; geographic divisions; age
groupings; professional categories; to
name a few. Do not get overwhelmed
thinking about this; begin with your
most important audience segments.

Importantly, we can segment audienc-
es along the lines of «supportive» and
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Supporters

Our
Organisation

Member and volunteer-based organi-
sations must keep constant communi-
cation with key internal audiences. Vol-
unteers and members contribute time,
resources, and money to programs,
events, and initiatives to support organ-
isational objectives. They need to stay
informed of the organisation's activi-
ties, successes, and strategic direction
— and be recognised for their contribu-
tions. They also need to be heard and
given the opportunity to communicate
with the leadership of the organisation.

broad category. For example «the pub-
lic» is too broad an audience for most
community-based organisations to de-
velop profiles, and to effectively com-
municate with.

Potential
Donors

Non
Supportive

Business
Community

«not supportive.» Supportive are groups
of people who are generally receptive to
what you do and open to communica-
tion. Not supportive segments of audi-
ences are not necessarily opponents,
but they may just not be interested in
or care what you do, and contact with
them has to be tactical, particularly if
you intend to either make them support-
ive or want to neutralise their impact to
your broader communication strategy.



Message development

The purpose of communication is to get
someone, or a group, to do something or
to act in a way you want. Your message
is the point of your communication, and
it must be understood to be effective.

In developing a message, ask yourself:

e What does the audience need to
hear to do what | need them to do?

e What is important to them?

¢ What has worked with them in pre-
vious communication?

e How can | reinforce my central mes-
sage with facts, or appeal to emotion?

e How can | reinforce my message
by enlisting secondary messengers
who influence my target audience?

Once you have developed a couple of
potential messages, try testing them
on a small group of people you trust
to provide honest feedback. In political
sectors, messages are tested frequent-
ly with focus groups that are represent-
ative of target audiences. While most
community-based organisations do
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not have the resources to hold frequent
focus groups, they can still test mes-
sages.

You should deploy your message
through media to which your target au-
dience responds best. Remember that
in-person communication is the most
effective, because reactions are usually
instantaneous, and that feedback allows
you to adjust or reinforce your message.

In advertising, we learn that repeating
messages has a greater impact. An or-
ganisation may deliver a message to
a target audience in person, and then
follow up with a letter or email, and
use social media advertising to place
messages in target audience accounts.
Your message should be repeated,
even if you enlist secondary tools.

Always take the time to evaluate the
effectiveness of your message. If you
do this during a campaign, for exam-
ple, you can make adjustments if it is
not having the intended impact on your
target audience.

Objective:
What do you want

1 people to do once

you ha

ve communicated

your message?

Start here

Test:

Test your statements or
arguments on samples

Logical statements,
argument,
key messages

of the target audience,

refine and us
effective.

Messages: These the message
points you will use to effect
some outcome.

Evaluate:

AN 4
Did the message

work? What could

you improve? you get your

e the most

Packaging: Put your content
together (online content, press
releases, brochures, etc.

Delivery: How will

message

to target audiences?
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Telling your story, for donors

Take every opportunity to talk about
your organisation and the work that
you do. Develop short biographies of
your organisation and programmes,
that you can leave with, or send to, po-
tential donors. These should highlight
the IMPACT and not necessarily the
ACTIVITIES of your organisation. Do-
nors are more interested in people and
organisations that bring about changes
in given areas. Which of the following
example statements is more compel-
ling?

«We trained 200 people in 10 cities and
raised awareness about gender-based
violence. The 200 participants now
understand the rights of victims and
community-based support available to
them.»

«As a consequence of training 200
people in 10 cities about the rights of
domestic violence victims, participants
identified five people and secured them
legal representation and psycho-social
professional help.»

The second statement, which talks
about the impact of the activity, is more
compelling. While providing informa-
tion on your activities is important,
make sure you focus on what really
interests people—your impact. What
interests donors is your ability to bring
change and influence attitudes and be-
haviour.

Traditional media

For the most part, television, radio,
and print media are first and foremost
businesses. They develop and pack-
age information and try to expand their
audience so they can attract subscrip-
tions and or advertisers. It is, therefore,
crucial for community-based organisa-
tions, which cannot afford to purchase
advertising, to prepare for their media
engagement.

You should research media outlets, un-
derstand who, within the outlet, makes
decisions about what goes on air or
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gets published. For example, journal-
ists rarely have the power to decide
what appears on the news. The news
editor or editorial committee usually
make that decision. If you know who
is in charge of those decisions you can
target them directly with your news sto-
ries.

Keep in mind that news outlets com-
pete for audience share and advertis-
ing. So your news stories must be well
planned and have compelling informa-
tion to convey. Take the time, for exam-
ple, to talk with potential spokespeople
who can speak on behalf of your organ-
isation for an event or a campaign you
are implementing. These «spokespeo-
ple» do not have to be members of the
organisation; they can be participants,
guests, or members of the public. How-
ever, if you have surrogates speaking
about your organisation or event, make
the time to ensure they have the infor-
mation you want to convey.

Make telling your story easi-
er for media outlets

All organisations should have materi-
als ready to provide to interested in-
dividuals or groups. The material can
include; information about the organ-
isation, biographies of key personnel,
background on events or campaigns,
and contact information. Many organi-
sations will have this prepared informa-
tion in packages ready for distribution.

Press and broadcast releases

Prepare press and broadcast releases
for the media in such a way that they
can print or air what you have given
them. Journalists do not always have
time to research you and your group
or follow up on activities to which you
have invited them. If you pre-package
that information, however, they are
more likely to use and disseminate it.

You should write a press or broadcast
release as if it were a script for the jour-
nalist covering your event. Ensure the
lead or first paragraph contains all the
information answering; Who? What?



Where? When? Why? Most news sto-
ries that air are usually relatively short
in length (depending on its newswor-
thiness); 30 seconds to three minutes.
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Sample templates for press releases
are appended at the end of this toolkit.

Do not rush into an engagement
with media. Use the following
checklist before talking with a re-
porter or journalist.

e Who contacted me for the inter-
view, or comment?

e What is her or his deadline?

e Am | authorised to talk to the
media? If not, to whom shall |
refer them?

e Where and when will the inter-
view be?

¢ Is the location the most appro-
priate, or do | need to negotiate
a change?

e Who is conducting the interview?

e What topics does she or he

MEebpia CHECKLIST

usually
cover and
how?
What topic does
she or he want me
to discuss?

When or where will the interview
be broadcast or printed?

Do | need to check with anyone/
or get approval for my talking
points?

Do | know what our core mes-
sage is?

Have | rehearsed my remarks, or
answers to possible questions?
Can I record a copy of the inter-

view myself?

Dealing with journalists

Journalists deal with timelines, and
they may not have much time to get a
comment or attend your event. Be ac-
commodating as possible, without los-
ing control of communicating your core
message.

If you do not have the information the
journalist wants, do not make it up!
Let the journalist know you will find the
information and get back to her or him.
If you say you will follow up with a jour-
nalist, make sure you do, and promptly.

Feel free to negotiate conditions of an
interview. You cannot control what the
journalist ultimately reports, but you
can try to negotiate the terms of an
interview including the location of the
interview, time, and even suggest some
questions that allow you to get your in-
tended message out.

Practice communicating your message

in front of a mirror, or have a trusted
person role play the journalist asking
questions. Remember to repeat your
message.

Editors often assign journalists to cov-
er a specific story. Sometimes it is not
the story you want to tell. A reporter
might try to get you to speak to another
story by putting words in your mouth,
«Would you agree or say that ...» is a
device often used to get you to speak
to the issue in which they are most in-
terested. Avoid saying yes. Try: «What |
want to say is [insert your message]...»

Messengers

An organisation should enlist its mem-
bers, volunteers, and board members
as messengers. While they may not be
authorised to speak to the media, they
do talk to members of the community,
friends, and family. Preparing speak-
ing notes for these messengers helps
to ensure everyone is speaking about
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the same thing in the same way. It is a
form of message discipline and allows
for repetition of key messages.

Preparing talking points for secondary
messengers is very effective. Be sure to
give your team the tools they need to
promote the organisation and or events.

Talking points

Talking points help your messengers
know what can—and should—be said
to media or the broader public on an
issue. Talking points can also include
responses to likely questions, not only
key messages.

Issue: Next tuesday the Friends
of Clean Spaces environmental
organisation will hold a press con-
ference launching its Clean Streets
initiative.

Core Message: Volunteers from
Friends of Clean Spaces will begin
its Clean Streets initiative to pick up
rubbish in parks and public spaces
to ensure the safety of children and
families.

Possible Question: City employ-
ees who pick up garbage might get
angry?

Response: Friends of Clean Spac-

ExaMpPLE: TALKING POINTS

vide protective gloves, masks and
smocks to volunteers cleaning

es are going
to clean parks
and public spac-
es, we will comple-
ment the work of city
employees, not replace them.

Possible Question: Are you con-
cerned about the safety of cleaning
rubbish, what precautions will your
volunteers take to ensure they are
not hurt?

Response: Friends of Clean Spac-
es’ Clean Streets initiative will pro-

parks and public spaces in our city.
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CONCLUSION

This toolkit endeavours to provide ide-
as and guide organisations as they de-
velop and grow. Regardless of the size
or thematic focus of community-based
organisations, it is good practice to es-
tablish internal systems that allow for
efficient use of scarce resources, holds
members of the organisation account-
able to one another and their support-
ers, and lends to more impactful pro-
gramming.

The sections, above, were selected and
presented based on what the authors
believe are the essential ingredients for
effective non-governmental organisa-
tions. Most certainly, each component
can be explored in much more detail;
in fact, entire academic disciplines
are dedicated to each. However, the
toolkit presented here provides infor-
mation on the most common needs of
growing organisations, typically oper-
ating in transitional countries.

We hope organisations using this
toolkit gain skills and experiences
that allow them to explore and adapt
components in greater detail and to
productive effect as their teams grow.
There are an extraordinary number of
resources online that provide detailed
information for organisations.

The work of non-governmental or-
ganisations is critically important in
sustaining communities. They are
key contributors to development and
are the thread in a nation’s fabric. For
countries transitioning to democracy,
it is this grassroots engagement that
provides the foundations for inclusive
rights-based societies and an engaged
population, which are fundamental to
democracy. Democracy is not some-
thing that simply happens to us; it is
the constant and collective actions of
its citizens.

CONCLUSION
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APPENDIX

Example of Press Release—For all media audiences

PRESS RELEASE

(Large bold and colourful Press Release allows editors to quickly identify what
information is before them)

For (Immediate or Future date) Release

(Often, press releases are sent days before the event, allowing editors time to
plan allocation of journalists, you may want to delay public distribution of your
information so indicate here if the release can be publicised immediately, or at a
future date—it doesn’t guarantee they won’t use it immediately though.)

Attention (News Editor)

April 5, 2020 (use the date of the event, even if you are sending in advance)
Bic ANNOUNCEMENT ABouT OUR TEAM

London, UK—This is the lead paragraph, the first, in which we describe our
story; the who, what, where, when, and why. The essence of what you want an
editor or journalist to know about your newsworthy story should be written here.
Imagine that they publish only one paragraph about your story, this should be the
one.

The body of the press release provides supporting information related to your
lead. The ideal total length of a press release should be one page, because ed-
itors will have lots of information before them as they decide what makes it into
their paper, or broadcast to audiences. If you have more information you think is
important, consider adding a separate document called a «<backgrounder», which
simply provides additional information.

Use quotes from people within your organisation or those authorised to speak
with media to add texture to your release. «It gives a human touch to a news sto-
ry.» Said the author of this example.

-30-

(this indicates the end of the story, it is a convention used in media relations you
can equally use -END-)

Media Contact: (always ensure someone is indicated as contact, and that they
know about the story and can answer questions)

Adam Press, Communication Director
Fictitious Organisation

Phone: 1234-555-6789

Email: APress@fictitious.net

Notes:
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APPENDIX

Sample Broadcast Release—for television and radio broad-
casters

BROADCAST RELEASE

(Large bold and colourful Press Release allows editors to quickly identify what
information is before them)

For (Immediate or Future date) Release

(Often, press releases are sent days before the event, allowing editors time to
plan allocation of journalists, you may want to delay public distribution of your
information so indicate here if the release can be publicised immediately, or at a
future date—it doesn’t guarantee they won’t use it immediately though.)

Attention (News Editor)

April 5, 2020 (use the date of the event, even if you are sending in advance)
Bic ANNOUNCEMENT ABouT Our TEAM

London, UK—This is the lead paragraph, the first, in which we describe our sto-
ry; the who, what, where, when, and why. The essence of what you want an editor
or journalist and the audience to know about your newsworthy story should be
written here. Write it as a broadcaster might read it on radio or television, and if
all the information they use is in this paragraph, at least the important information
gets out.

The body of the broadcast release provides supporting information related to
your lead. The ideal total length of a broadcast release depends on the aver-
age length newsreaders in various markets allocate to stories—20-30 seconds is
average for news bulletins on BBC World Service for example. The lead is very
important if you only have 30 seconds.

-30-

(this indicates the end of the story, it is a convention used in media relations you
can equally use -END-)

Media Contact: (always ensure someone is indicated as contact, and that they
know about the story and can answer questions)

Adam Press, Communication Director
Fictitious Organisation

Phone: 1234-555-6789

Email: APress@fictitious.net
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Sample Logical Framework Template
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APPENDIX

Template for data protection policy

The following template was developed by White Fuse and is available on the
website of the International Association of Privacy Professionals (IAPP) for use
by British charities (NGOs). While the template references General Data Protec-
tion Regulations of the European Union, the template is useful to any communi-
ty-based organisation to adapt as it develops a data protection policy

Beginning of template:

Data Protection Policy
[Insert charity name]

Note about this policy template: Lots of template policies are unhelpfully long
and simply reiterate large portions of the legislation. This template is different: it
aims to provide a concise and practical document that can be used by trustees of
small charities as the foundation for a working Data Protection Policy. If you have
any doubt about your legal obligations you should always check with a lawyer.

Last Update

Definitions

Charity means [insert charity name], a registered charity.

GDPR means the General Data Protection Regulation.

S o Jo 1 510 W LY s W means [insert name of person responsible for data pro-
tection within the Charity].

{10 5 TG REE T Bl means a register of all systems or contexts in which per-
sonal data is processed by the Charity.

1. Data protection principles

The Charity is committed to processing data in accordance with its responsibili-
ties under the GDPR.

Article 5 of the GDPR requires that personal data shall be:

a. processed lawfully, fairly and in a transparent manner in relation to individuals;

b. collected for specified, explicit and legitimate purposes and not further pro-
cessed in a manner that is incompatible with those purposes; further process-
ing for archiving purposes in the public interest, scientific or historical research
purposes or statistical purposes shall not be considered to be incompatible
with the initial purposes;

c. adequate, relevant and limited to what is necessary in relation to the purposes
for which they are processed;

d. accurate and, where necessary, kept up to date; every reasonable step must


https://whitefuse.com
https://iapp.org/resources/article/sample-data-protection-policy-template-2/
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be taken to ensure that personal data that are inaccurate, having regard to the | Notes:
purposes for which they are processed, are erased or rectified without delay;

. kept in a form which permits identification of data subjects for no longer than
is necessary for the purposes for which the personal data are processed; per-
sonal data may be stored for longer periods insofar as the personal data will
be processed solely for archiving purposes in the public interest, scientific or
historical research purposes or statistical purposes subject to implementa-
tion of the appropriate technical and organisational measures required by the
GDPR in order to safeguard the rights and freedoms of individuals; and
processed in a manner that ensures appropriate security of the personal data,
including protection against unauthorised or unlawful processing and against
accidental loss, destruction or damage, using appropriate technical or organ-
isational measures.

. General provisions

. This policy applies to all personal data processed by the Charity.

. The Responsible Person shall take responsibility for the Charity’s ongoing
compliance with this policy.

. This policy shall be reviewed at least annually.

. The Charity shall register with the Information Commissioner’s Office as an
organisation that processes personal data.

. Lawful, fair and transparent processing

. To ensure its processing of data is lawful, fair and transparent, the Charity shall
maintain a Register of Systems.

. The Register of Systems shall be reviewed at least annually.

. Individuals have the right to access their personal data and any such requests
made to the charity shall be dealt with in a timely manner.

. Lawful purposes

. All data processed by the charity must be done on one of the following lawful
bases: consent, contract, legal obligation, vital interests, public task or legiti-
mate interests (see ICO guidance for more information).

. The Charity shall note the appropriate lawful basis in the Register of Systems.

. Where consent is relied upon as a lawful basis for processing data, evidence
of opt-in consent shall be kept with the personal data.

. Where communications are sent to individuals based on their consent, the
option for the individual to revoke their consent should be clearly available and
systems should be in place to ensure such revocation is reflected accurately
in the Charity’s systems.

. Data minimisation

. The Charity shall ensure that personal data are adequate, relevant and limited
to what is necessary in relation to the purposes for which they are processed.
. [Add considerations relevant to the Charity’s particular systems]

. Accuracy

. The Charity shall take reasonable steps to ensure personal data is accurate.

. Where necessary for the lawful basis on which data is processed, steps shall
be put in place to ensure that personal data is kept up to date.

. [Add considerations relevant to the Charity’s particular systems]

APPENDICES 85


https://ico.org.uk/for-organisations/guide-to-the-general-data-protection-regulation-gdpr/lawful-basis-for-processing/

ORrcaNIsSATIONAL CapaciTy TOOLKIT

Notes:

86 APPENDICES

7. Archiving / removal

a.

(o]

C.

d.

To ensure that personal data is kept for no longer than necessary, the Charity
shall put in place an archiving policy for each area in which personal data is
processed and review this process annually.

. The archiving policy shall consider what data should/must be retained, for

how long, and why.

. Security

The Charity shall ensure that personal data is stored securely using modern
software that is kept-up-to-date.

. Access to personal data shall be limited to personnel who need access and

appropriate security should be in place to avoid unauthorised sharing of infor-
mation.

When personal data is deleted this should be done safely such that the data is
irrecoverable.

Appropriate back-up and disaster recovery solutions shall be in place.

9. Breach

In the event of a breach of security leading to the accidental or unlawful destruc-
tion, loss, alteration, unauthorised disclosure of, or access to, personal data, the
Charity shall promptly assess the risk to people’s rights and freedoms and if ap-
propriate report this breach to the ICO (more information on the ICO website).

END OF POLICY


https://ico.org.uk/
https://ico.org.uk/for-organisations/guide-to-the-general-data-protection-regulation-gdpr/personal-data-breaches/
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BCl experts determined that the subject matters covered in
this toolkit represent fundamental organisational conditions
for nascent civil society or commmunity-based organisations.
The information contained within this document is a guide to
building foundations. This toolkit is not a comprehensive or
definitive work on all the processes and procedures
available to organisations, but a simple guide to the
essentials.

This toolkit complements organisational trainings held for
participants in the Ante Raeda program; compiling modules
developed for small to medium size organisations and
providing guidance where gaps may exist in internal policies,
procedures, or skills sets.

\_ J

Prepared by: Funded by: Implemented by:

ad INSTITUTE FOR
binda WAR & PEACE REPORTING

BC' consulting -
international British Embassy
Tripoli




