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INTRODUCTION 
 
Non-Governmental Organizations (NGOs) primarily exist for the purpose of 
improving the standard of living or champion the course of people in developing 
and developed countries. There are hundreds of development NGOs in Africa 
and other developing nations in different parts of the world, from large 
professional bodies such as United States Agency for International Development 
(USAID), ActionAid, British Department for International Development (DFID) etc 
to small groups operated on an entirely voluntary basis. 
 
This guide is designed to help organizations in the making, both new local NGOs 
and those that have been working for some time, by outlining some basic 
standards of best practice. It is equally prepared to facilitate international 
Cooperation and knowledge sharing among development work, both among civil 
society organizations, government and the private sector. Smaller community 
based organizations (CBOs) may also find some parts of it helpful. However, the 
primary target audience is NGOs working at national or regional level in 
partnership with CBOs working at community level, or directly with communities.  
 
The guide is designed to be accessible to NGOs regardless of the number of 
staff they employ or the size of their budget. Larger, more complex organizations 
employing experienced and technically skilled personnel may find that they 
already use many of the procedures and processes suggested. However, even 
these organizations may find some useful checklists to help them reach ever 
higher standards. 
 
This guide can be used as a step by step manual to developing an effective and 
well-managed organization that makes best use of its people and financial 
resources to design, deliver and develop its programme. The chapters can be 
used individually for reference on the topics covered. Each chapter contains 
examples of best practice as well as a number of exercises and prompts in the 
form of ‘issues to consider’. These can be used in small internal discussions or 
larger workshops to help clarify thinking on key aspects of organizational 
development. This guide is comprehensive, which enable us touch all the various 
sensitive issues that will enhance a good management of NGO. We urge you to 
judiciously go through each of the chapters to find out the chapter that will be of 
immense benefit to you or your organization and apply it appropriately. You can 
equally adopt any chapter of this guide to suite your organizations’ needs.   
 
To document this guide, several research works were carried, including 
interviews, questionnaire administration, internet search and resource materials 
from individuals and organizations. All these are geared towards ensuring that a 
comprehensive NGO Managers Guide that will encompass a lot of issues 
affecting effective management of NGOs in developing countries is produced.     
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Certain terms are employed throughout the manual for the sake of consistency. 
For example, ‘Executive Director’ is used to describe the most senior post holder 
in an NGO, even though this person may be called a Manager, Managing 
Director, President or something else. Similarly, the term ‘governing document’ is 
used throughout, although some organizations call this document a constitution. 
 
Non-governmental organizations (NGOs) 
Defining a national or local NGO is neither as easy nor as straightforward as it 
might appear. In some cases these organizations are defined by laws governing 
their registration or through an NGO policy adopted by the government. But 
sometimes the way in which the government defines NGOs differs from the way 
in which the NGO community chooses to define itself. A study of Namibian NGOs 
(Allison et al, 1996), for example, found that these organizations had reached 
consensus about how they wanted to be defined after much debate. Their 
definition was: An NGO is any organization that operates outside government, is 
not for profit, is voluntary, is non-ethnic, is non-religious, is non-union, and is non-
political. 
 
Here the NGO community decided that it was important to draw a distinction 
between: 

• NGOs established to operate at a national level within the country as a 
whole or in the different, vast regions (regional NGOs) comprising it; and 

• CBOs that work in a single community and with whom national (or 
regional) NGOs enjoy close working relations. 

 
The distinction between NGOs and CBOs is maintained in this guide. Where 
there is no legislation covering national or local NGOs, it is imperative for these 
organizations to play an active role in shaping new or proposed legislation to 
reflect their particular historical evolution and context. 
 
Be it known that this guide has not been published and it is free. It is meant to help 
NGOs in developing countries build their capacity. For more information, inputs 
and suggestions on how to improve on this guide or on how to strengthen your NGO 
and make it more proactive, please contact: damian_okey@yahoo.com  
damian@peopletopeople.org.ng, or info@peopletopeople.org.ng , 
dextral4biz@yahoo.com   
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CHAPTER 1: HOW TO BEGIN 
 
This chapter is the most important of all the chapters of this book. This is based 
on the fact that if you make a mistake at the beginning of anything you are about 
to start it will be difficult for it to stand a test of time. That is why this chapter is 
important. At the initial stage, if you fail to plan you plan to fail; and that is why 
many NGOs have been in existence for twenty years or more without any 
meaningful impact on the community they claim to serve. NGOs are created to 
bring about, or support processes to bring about, major positive change in the 
lives of the beneficiaries, clients or service users they have been formed to 
serve. In other words, these organizations are a means to a broader end. At the 
core of their work, are the programmes they deliver. If they are to achieve 
maximum positive impact through these programmes, organizations need to 
work as effectively as possible. However, the ingredients of organizational 
effectiveness are not easy to unravel: different authors have advocated different 
recipes for success in a wide array of books and articles.  
 
The essential ingredients of organizational effectiveness as defined in this guide 
can be depicted as follows: If an organization is to be truly accountable it will 
need a strong system of internal organizational governance. This will assure its 
clients or beneficiaries that it exists to further their interests, and assure its 
members, staff and funding agencies that its resources are being put to the best 
possible use. Without a clear focus to its programme it is difficult, if not 
impossible, for an organization to achieve significant impact because its energies 
and resources will be poorly channeled and dissipated. 
  
There are many ways in which an organization can win or lose the trust of its 
beneficiaries, staff, funding agencies and the general public. One of the most 
important aspects of building trust is to establish systems to guarantee that 
financial resources are responsibly managed and efficiently used. In an 
increasingly complex world, development issues are by no means simple to 
address, so those working to support communities and individuals who most 
need justice and redress must have creativity.  
 
A staff body that is well managed, highly motivated and working well as a team is 
much more likely to succeed than one characterized by insecurity, lack of support 
and opportunity, hierarchy and unclear lines of responsibility and reporting. 
 
To effect real change in people’s lives, all NGOs develop and deliver 
programmes. These may use a number of different strategies, including 
advocacy, capacity building, physical projects (such as buildings or repair of rural 
roads, water pumps, etc), research and information, networking, and others. An 
NGO must manage the delivery of these different elements of support to 
beneficiaries efficiently and effectively – from planning through implementation to 
the review stage – if it is to achieve the intended positive impact. 
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The foundation of an efficient, effective and high impact organization is its office 
administration. The reliability of these systems must be such that they are 
largely invisible. An untidy, chaotic office where important documents cannot be 
located easily, where visitors feel unwelcome and telephone messages go 
unrecorded gives a bad impression and undermines the efforts of the staff team.  
 
It is difficult if not impossible to advance the interests of beneficiaries without 
carving out a public profile for the organization and its programme. Without this it 
will remain unknown and isolated when it could be networking effectively with 
others and building a solid reputation for delivering high quality, high impact 
programmes. A solid reputation is also linked to an organization’s long term 
security: it is much easier for a reputable organization to secure funding for its 
work. 
 
Starting a development NGO is a significant undertaking involving substantial 
legal obligations. Before starting an NGO, you should be sure that you have the 
time and expertise required for the task, and that the development need you 
have identified could not be addressed through an existing organization.  
 
A number of different federal and state government regulations apply to 
development NGOs, in areas such as incorporation, fundraising, tax status and 
accreditation. Unfortunately, these requirements are not always well coordinated 
or consistent. The following sections deal with each of the main regulatory issues 
in turn. 
 
Incorporation 
A development NGO will generally be incorporated as an association or a 
company limited by guarantee. Incorporation creates a legal entity separate from 
the membership of the organization. An incorporated association is registered 
under state or federal legislation and has a lower level of regulatory obligation 
than a company limited by guarantee, which operates under Commonwealth 
corporations’ law. 
 
An incorporated association is a suitable framework for a small organization that 
will operate primarily in a single state or territory. For most development NGOs, it 
is preferable to be incorporated as a company limited by guarantee, as this 
automatically allows national operation and provides a higher level of assurance 
to donors and other stakeholders.  
 
Incorporation requires the adoption of a constitution setting out the purposes of 
the organization, the governance structure, wind up arrangements and other 
matters. In some cases, a ‘model’ constitution can be provided by the relevant 
authority. 
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Further information on incorporation is available on the websites of the various 
corporation agencies of the federal, state or local councils as the case may in 
every country. 
 
 
Fundraising/Registration as a charity 
Fundraising from the public for charitable purposes requires authorization from 
the appropriate government authority in each state where fundraising activities 
are to take place. This is a separate process from incorporation. In some states, 
the organization itself is registered as a charity for fundraising purposes, while in 
others, it is the activity of fundraising that is licensed. 
 
You will need to familiarise yourself thoroughly with the fundraising requirements 
in your country or state(s) of operation. Although the application process is 
generally straightforward, fundraising legislation requires compliance with a 
range of conditions relating to record keeping, administrative expenses, 
identification of volunteers and other matters. Though, some countries do not 
request for this but others do strictly abide by it. 
 
Tax Concessions 
Organizations operated for charitable purposes (including international 
development) may be eligible for a range of concessions from countries, states 
and local Taxations. These include income tax exemption, the ability to provide 
tax-free fringe benefits, and concessional arrangements for goods and services 
tax. 
 
It is important to remember that NGOs are not a homogenous group of 
institutions. They differ from one another in many ways including those listed 
below. 
 

1. The length of time an NGO has been in existence. 
2. The main reason why an NGO was established: this might be to provide 

services or for some other purpose such as policy advocacy in human 
rights or training and capacity building for organizational development. 

3. The impetus driving the organization: for example, whether it is a 
membership based organization; whether it was formed in response to 
community demand or to the availability of international funding. 

4. How it generates its income: whether an NGO generates its own income 
(this includes those with programme activities linked to small-scale 
enterprise) or has the potential to do so, or whether it depends entirely on 
funding from external sources (such as international NGOs). 

5. Adoption of one or more target groups as a focus (for example, to work 
with rural women, people with disabilities or pastoralists) or a broader 
spectrum of work not focused on a particular target group. 
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6. Adoption of a sector focus (for example, primary health care, adult literacy, 
rural water development) or a thematic focus (for example, the self-
organization of people to advance their rights to land). 

7. Programmes may be targeted to a specific region or province, or be 
spread throughout a country. 

 
 
 
 
Development: Definition and Approach 
Not only do NGOs differ from each another in many ways, but they often have 
very different definitions of development. This will have a significant influence on 
their programmes and the relationships they form with others, including their 
beneficiaries, clients or service users, government, and international funding 
agencies. It is helpful for organizations to reflect and agree on their approach to 
development. The exercise below is intended to encourage dialogue. It contains 
some examples taken from discussions with different NGOs and see if you agree 
with the definitions of development outlined below or have different ideas about 
what development is about.  
 
 
Exercise: Defining Development 
 
Definition 1 
Development is about people and the way they live, not about objects, things or 
services given to them. Development is a process in which a community of 
people strives to make it possible for all its members to satisfy their fundamental 
human needs and to enhance the quality of their lives. 
 
Definition 2 
Development is a process. Fundamental human needs include understanding, 
participation, creation, identity and freedom. These are things that cannot be 
satisfied by giving services or things. To be complete and sustainable, 
development must involve the beneficiaries and help them to develop skills to 
understand the real causes of their problems, take initiatives, be creative, and 
participate in and organize action. Development means reflection and action. 
Members of the community need to be taught about both. 
 
Definition 3 
Development is sustainable long term improvement and changes for people and 
their target community areas. 
 
Definition 4 
Development is people’s rights to get justice and equal opportunity in all areas 
and levels of life. 
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Definition 5 
Development is improving people’s lives, interests, and whatever they share. 
That can be achieved by living peacefully, understanding each other, sharing 
information, and justice. 
 
Definition 6 
Development is elevating people’s economic situation, knowledge and skills to 
meet their fundamental human needs and achieve self-reliance, understanding 
and sustainable changes in life. 
 
Empowerment, participation and inclusion 
For many NGOs the concepts or principles of empowerment, participation and 
inclusion are of central importance in the way they define and approach 
development. This is because they see disempowerment, marginalization, 
discrimination, exclusion and voicelessness as major causes as well as results of 
poverty, conflict and suffering. Increasingly NGOs believe that unless people can 
influence decisions that directly affect their lives, they will remain excluded from 
mainstream development. They will be merely the passive recipients of aid and 
assistance from the government or other sources. 
 
National or local NGOs that define development in this way see their role as 
being, first and foremost, to support increasing empowerment and the active 
participation of people in decision making. The Capacity Building Caucus (CBC) 
in Somaliland for example emphasizes that NGOs have a duty to support 
communities in deepening their understanding of the root causes of suffering and 
identifying their own solutions to overcome them: 
 
The role of a local NGO is not to do things itself, but to help the target community 
make changes for itself. The CBC, as one of its principles, always recommends a 
participatory approach to capacity building. It recognizes the importance of 
allowing the community to select its own priorities. 
 
The way an organization chooses to work is important. Its approaches are not 
neutral. How programme activities are designed and implemented will directly 
affect their impact on people’s capacity to bring about real changes in their lives, 
and their ability to dictate for themselves the direction and pace of such change. 
 
Organizational Principles 
The principles of an NGO are reflected in the ways it works internally as an 
organization and externally in its relationships with communities, clients, service 
users or beneficiaries. 
 
 
What is a principle? 
A principle is a belief or rule about what people agree. 
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For example, the principle of sustainability is one that many NGOs believe is 
important for an organization and its programmes. It means approaching 
development in ways that are lasting, rather than dependent on continual 
external assistance and intervention. 
 
A principle is an idea or concept that people support. 
For example, many people support the principles of equality and 
nondiscrimination. An organization with these principles would take steps to 
make sure that ethnic minorities, disabled people, people living with HIV/AIDS 
and women, among others, do not suffer discrimination. It would take concrete 
steps towards realizing these principles through, for example, an equal 
opportunities policy. It might go a step further and actively encourage and 
celebrate difference and diversity, in both its staff team and its programme. 
 
A principle is something that guides everyday practice. 
For example, many NGOs share the principles of democracy and 
accountability. This means that they give a high premium to consultative, 
transparent and participatory ways of working and decision making. However, 
internal organizational democracy, transparency and accountability are often 
difficult principles to practice and NGOs that advocate transparent democratic 
and accountable government are more likely to be heard if they are seen to 
practice these principles themselves. Some NGOs regard their accountability to 
staff, members and target groups as equally important to their accountability to 
international funding agencies. 
 
Clarifying organizational principles 
An organization’s members together with its staff, the governing body and other 
key stakeholders might want to share ideas about its principles so that they have 
a real stake in it and share a common understanding of its purpose and what it 
stands for. Below is a developed checklist of organizational principles. 
 
 
 
Organizational Principles 
Our organizational principles 
 

How to implement the principle 

1. Use a participatory strategy 
A participatory strategy means 
involving the participants and the 
community in the organization, starting 
from when it defines its objectives and 
ideas all the way through to 
programme implementation and 
evaluation. 

 

 
• Approve a governing document 

that will define roles and 
responsibilities. 

• Adopt a management style that 
supports people. 

• Plan the involvement of 
beneficiaries in measuring the 
NGO’s effectiveness. 
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2. Be transparent and accountable 
The organization must be transparent 
to staff, members, communities and 
funding agencies, in both financial and 
programmatic senses. 
 

• Approve and implement financial 
and administrative policies and 
procedures. 

• Prepare quality financial reports 
for the governing body and other 
key stakeholders. 

• Conduct regular systems audits. 
 

3. Build partnerships and trust 
through: 
Cooperation. Work with and listen 
carefully to others. 
Impact. If an organization supports a 
community in achieving real and 
positive change it will earn respect and 
reputation 
Participation. People respect and 
value what they are or have been 
involved in themselves. 

• Put the concept of partnership 
into the NGO’s system so that 
people work together. 

• Collaborate with other key 
actors in social development. 

• Establish strong links with the 
community and plan how best to 
collaborate. 

 

 
 
 
Organization’s Mission 
An important step for any organization is to make clear its key purpose and how 
it will achieve what it has set out to do. The process of doing this can offer a good 
opportunity to build consensus within the staff team as well as with partners, 
beneficiaries and other stakeholders. 
 
Mission statement provides a brief summary of the decisions reached during 
what may have been a long process of consultation, dialogue and debate. It can 
be useful to share this document with others to publicize the organization. Ideally, 
it should be no more than a one page summary. 
 
What is a mission statement? 
A mission statement summarizes what the organization is about. It defines its 
direction, and tells others how it hopes to achieve its ideals. The mission 
statement distinguishes an organization from others by specifying what it aims to 
do and how. A clear and well defined mission is important to focus the 
organization. It also clarifies the organization’s style of working. An NGO that has 
a mission statement will have a better idea of why it exists, whom it wants to 
help, and how it will reach its goals. Such a statement is best developed when an 
organization is founded. However, once an organization has been operating for 
some time and has a clearer mandate, this may be an opportune moment to 
write it down. A mission statement has the characteristics outlined below. 
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Characteristics of a mission statement 
• It is the organization’s self-concept. 
• It is a broad-based, strategic statement of the NGO’s goals, attitudes, 

orientation, and outlook. 
• It is clearly defined to serve as a focal point, to encourage others to 

identify with the organization’s purpose. 
• It is long range; it looks into the future of the organization 
• It is brief and to the point. 
• It distinguishes the organization from others and shows what makes it 

different. 
• It provides focus for the organization. 

 
The organization’s members and its staff team can join together to share their 
ideas and to agree on the common purpose of the organization and why it was 
formed. An organization is formed for the good of its beneficiaries, so they should 
participate in the process of defining its mission, which will provide a summary of 
the NGO’s agreed mandate. If only a few people take part, others may not have 
a sense of ownership. Before developing a mission statement, it may help to 
read those of some other organizations to get a better idea of how they look. The 
next step is to identify what information the mission statement might provide 
about the organization by discussing the questions outlined below. 
 
 
 
Exercise: information for a mission statement 
• Founding date. On what date was the organization formed? 
 
• Purpose. What is the main reason the organization was formed? What change 
does it intend to help bring about? 
 
• Focus. What type of focus does the organization have in terms of its target 
groups, sectors, themes, strategies? 
 
• Geographical area of work. Where does the organization work? 
 
• Beneficiaries. Who does the organization support (e.g. refugees, women, 
street children, poor women and men, pastoralists, landless rural residents, etc)? 
 
• Organizational values. What does the organization stand for? 
 
• Type of organization. What type of organization is it (e.g. non-governmental, 
voluntary organization, independent charity, women’s organization, non-profit, 
non-political, etc)? 
 
• Religious affiliation. Does the organization have any ties to a religious body? 
If not, the mission statement may state that it is non-sectarian (non-religious). 
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• Methodology. What is distinctive about the organization’s style of working (e.g. 
participatory, inclusive, and empowering)? 
 
It can be helpful to work in a large group or smaller subgroups to decide what 
defines the organization and what makes it different. This will help to determine 
what information to include in the statement. The following exercise provides 
some guidance on how to work together to define a mission statement. 
 
Exercise: defining a mission statement 
1 Once the types of information to be included in the mission statement have 
been agreed, write a list on a flipchart. 
 
2 Discuss what information to include under each heading. Some items are easy, 
such as the founding date; but others, such as organizational values, are more 
complex and may need more discussion. 
 
3 Discuss all the information to include until consensus is reached. 
 
4 Finally, summarise the information into a single statement. 
 
5 Once a draft mission statement has been developed, share it with and invite 
feedback from members, staff and other important stakeholders who did not 
participate in drawing it up. 
 
6 Once the mission statement has been agreed and put in writing, the governing 
body should approve it. 
 
7 After it is approved, discuss whether to display the mission statement in the 
office or include it on the office letterhead. Think about what languages it should 
appear in. 
 
Conclusion: organizational success and sustainability 
Organizational sustainability is essential for an NGO to be effective. This concept 
can be defined in different ways, but it boils down to certain key factors that lead 
to success. Not all NGOs are created to last for decades. Some may be set up 
for a time-bound purpose. 
 
For example, an NGO established to organize women’s groups to participate 
effectively in a world conference on women’s rights might transform itself or close 
down after the conference. Nevertheless during its existence the organization 
would strive to be sustainable. In other words sustainability does not necessarily 
imply longevity but it does mean effectiveness.  
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Success factors for NGOs 
• Organizational vision, which includes the positioning of an organization within 
the external environment and its flexibility to adapt to changes in this 
environment. 
 
• Individual staff capacities, skills and aptitude, and their collective synergy.  
 
• Organizational capacity to attract and retain a staff body and individual staff of 
the calibre or potential calibre necessary for running programmes effectively. 
 
• Organizational capacity to be accountable to funders, governing bodies or 
boards, staff and target groups. 
 
 
Organizational effectiveness 
• Organizational ability to remain detached from party politics. 
 
• Able and committed leadership with solid skills derived either from grassroots 
experience and connections, or from formal educational qualifications. 
 
• Participatory and democratic involvement of grassroots membership and NGO 
staff in matters pertaining to organizational and programme development 
(including staff selection). 
 
• Transparent and accountable (to grassroots membership and staff) 
management. 
 
• Secure donor funding from known organizations with which partnerships have 
been developed. 
 
• Donors who are committed to capacity building, skills development and conflict 
resolution. 
 
• Donors who refrain from becoming enmeshed in internal organizational politics, 
and who are able to adopt noninterventionist methods. 
 
• Donors who are able to gauge the NGO’s capacity to absorb and manage 
resources and who tailor financial and other support to meet this. 
 
• Sound organizational control mechanisms deriving from democratic 
participation and/or measurable control systems. 
  
• Development of forward-thinking management and leadership strategies, and 
reduced reliance on organizational crisis management. 
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• Investment in human capital without prejudice to individual personalities, and 
with carefully selected training interventions. 
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CHAPTER 2: CONSTITUTING A GOVERNING BODY 
 
It is only through a system of strong organizational governance that beneficiaries 
can be assured that an organization established on their behalf is indeed serving 
their best interests. From the interview conducted, it was observed that some 
Executive Directors (who established these NGOs) use their family members to 
serve as board members. Most of them do not understand the importance of 
using other members of the society that are not their family members as part of 
the governing board. Some NGOs as a matter fact do not know the importance of 
constituting a governing board to over see the affairs of the organization thereby 
undermining the overall objectives in which it was established. This has resulted 
into failure since they are managed as if it were a personal business. This 
chapter therefore provides guidance on the role of a governing body and its 
trustees in the effective administration and management of an NGO. 
 
Leadership, accountability and transparency are essential ingredients of 
organizational success. Specific guidance is provided on how to write a 
governing document, detailing the standard provisions that it should contain. 
These include: 

• The aims of an organization 
• The powers of the governing body trustees as custodians of the 

organization acting on behalf of its beneficiaries or service users 
• Meetings and administrative procedures 
• Provisions for membership and meetings 
• Financial accounts. 

 
More guidance is also provided about trustees: how to select individuals who 
can contribute the appropriate skills and experience to the work of the 
organization; how to ensure that they perform their roles responsibly; and what to 
do when individual trustees leave the governing body. 
 
The second part of the chapter looks at how to establish a robust governing body 
by suggesting some possible terms of reference to guide its work and that of the 
trustees. Because the development of organizational policy and the scrutiny of its 
implementation are key functions of the governing body, some guidelines on this 
are also provided. The chapter concludes with a summary of factors influencing 
the success of a governing body, and hence good organizational governance. 
 
 
 
Leadership 
 
There are different levels of leadership responsibility within an NGO. Typically, 
the governing document will outline the responsibilities of the governing body as 
well as the rights and obligations of trustees and members. These can be further 
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specified in terms of reference for the trustees. In addition, the job descriptions of 
individual staff members, including the Executive Director, will outline leadership 
roles in the staff team. Every organization has a range of different leadership 
needs. The duties of leaders are broken down into four categories as outlined 
below. 
 
 
Governing body leadership duties 
 
1. Planning 

• Policy development and oversight for the implementation of policies and 
procedures. 

• Planning the organization’s future (long and short term). 
• Deciding which services or programmes the organization provides. 
• Evaluating or scrutinising the organization’s programmes and operations 

on a regular basis. 
 
2. Administration 

• Providing the governing body members with opportunities to grow as 
leaders. 

• Selecting the Executive Director and evaluating his or her performance. 
 
3. Finance 

• Ensuring financial accountability. 
• Overseeing, reviewing and approving the organization’s budget. 
• Raising funds and ensuring that adequate funds are raised to support the 

organization’s work. 
• Monitoring expenditure against budget. 
• Safeguarding the assets of the organization. 

 
4. Community relations 

• Ensuring that programmes and services appropriately address community 
or client needs. 

• Marketing the organization’s services and programmes. 
• Continuing public relations, which includes awareness that governing body 

members are agents or messengers of the organization in the community. 
• Representing the community and its interests. 

 
 
THE GOVERNING BODY 
There are different types of governing body with different names (for example, 
executive committee, board of governors, board of directors, trustee body, 
leadership body) but their purpose is always the same: to ensure that the 
organization serves the interests of its beneficiaries, clients or service 
users as well as it can. 
 



21 
                                                                                     Managing a non profit 

 

It is important to think carefully about the role of a governing body in setting the 
overall direction of the organization – ensuring that it benefits those whom it 
seeks to serve, and that it is accountable to these people as the custodian of 
their interests. Think carefully, therefore, about what purposes the governing 
body will serve. An example is provided below. 
 
EXAMPLE: ROLE OF THE GOVERNING BODY 

• To ensure the organization’s success by providing clear strategic 
direction and sound management. 

• To provide active leadership of the organization within a framework of 
effective checks and balances. 

• To set the organization’s strategic aims and ensure that the necessary 
financial and human resources are in place for the organization to meet 
them. 

• To ensure that the interests of beneficiaries are always at the centre of 
the organization’s thinking and work. 

• To safeguard the organization’s (financial and human) resources. 
 
Non-governmental organizations can be run in many different ways as specified 
in the governing document. The trustees are responsible under these rules for 
controlling the management and administration of the organization, whether they 
are called members of an executive or management committee, non-executive 
directors, trustees or governors. Here the term trustee is used. 
 
Anyone responsible for the overall management and administration of the 
organization is a trustee. 
 
A governing body is made up of trustees (the number will be specified in the 
governing document). It may also comprise some non-voting members who 
represent particular stakeholder groups. Normally the Executive Director will sit 
on the governing body but he or she will not be a trustee and will therefore not 
have voting rights. The Executive Director is selected and appointed by the 
governing body and is directly accountable to it, usually through the Chair, who is 
responsible for managing the Executive Director’s performance. 
 
Membership organizations may also choose to specify in their governing 
document that a certain number of members will be represented on the 
governing body, either as trustees with voting rights or as non-voting members. 
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EXAMPLE OF A GOVERNING BODY STRUCTURE 

 
 
A GOVERNING DOCUMENT 
A governing document outlines the purposes of an organization and how it will be 
run. It may also be a trust deed, constitution, memorandum and articles of 
association, or another formal, legal document. A governing document is 
important as an instruction manual for the trustees and other members of the 
governing body. Depending on how it is written and on local legislation 
concerning ‘not for profit’ or nongovernmental organizations, it may also be a 
document which carries legally binding obligations. It is best to develop a 
governing document when in the process of establishing an organization, even if 
this is not required by law or for the purposes of registration. However, such a 
document can also be written later. Because the governing document outlines 
the principles by which the organization is governed and managed, it is 
important that its provisions are discussed with key stakeholders  
 
How to write a governing document 
As with any key policy document forward planning will make the task of 
developing a governing document much easier. The exercise below follows the 
steps in this process. 
 
EXERCISE: DEVELOPING A GOVERNING DOCUMENT 
 
STEP 1 Identify the main headings to include in the document. 
 
STEP 2 Use these headings for an outline of the document, and consider 

which stakeholders to consult about different provisions. 

Chairperson 
Vice Chairperson
Treasurer 
Secretary

Voting members/ 
trustees, 
Observing members, 
Co-opted members

Subcommittees 
• Finance 
• Human resources 
• Prog development 

Executive Director 
and staff 
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STEP 3 Arrange the consultations with the various stakeholders. Make sure 

that someone is nominated to take notes of key points raised. 
Highlight those aspects that may be included in the draft document. 

 
STEP 4 If specific points are unclear or ambiguous, then a legal adviser 

may be able to provide specialist advice. 
 
STEP 5 Once the document has been drafted, key stakeholders may be 

consulted again, perhaps through a workshop. Make sure that the 
draft document is circulated in advance with explanatory notes, and 
that someone is selected to present and explain its contents at the 
workshop. 

 
STEP 6  After the workshop, incorporate any agreed modifications or 

additions and ask a legal adviser to take a final look at the 
document to make sure that it complies with any relevant local 
legislation. 

 
STEP 7  Once the document has been finalised, it must be approved by the 

governing body. If the document is written before a governing body 
has been created, an important item on the agenda of the body’s 
first meeting will be approval of the governing document. 

 
STEP 8 Make sure that all trustees have a copy of the governing document 

and that they understand its contents. This is usually the task of the 
Chair. 

 
For a sample governing document see below 
 
A SAMPLE GOVERNING DOCUMENT: SAVE THE EARTH ORGANIZATION 
Save the Earth Organization was formed as a result of a group of environmental 
activists wanting to come together to respond to the urgent need of the 
worsening situation of trees and plant life in Northern part of Nigeria. These 
activists want to support local communities through training and education to 
maintain their own sustainable environmental systems. 
 
Article 1: NAME OF THE ORGANIZATION 
1 The name of the organization is Save The Earth (STE). 
2 The office of the organization is in Abuja, Nigeria. 
3 The emblem of the organization is a drawing of three people planting a tree 
together. 
 
Article 2: STATUS OF THE ORGANIZATION 

1. STE is a voluntary, humanitarian, non-governmental, non-profit making, 
non-political and non-partisan organization. 
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2. STE has legal status and personality; it has the legal right to sue or to be 
sued in its own name. 

 
Article 3: MISSION STATEMENT 
Save The Earth, founded in 2001 by environmental activists, intends to reverse 
the environmental degradation that is occurring now in Northern part of Nigeria 
and nomadic populations have continued access to the natural resources on 
which they have depended for so many years. Save The Earth supports 
communities throughout Northern Nigeria, but is focused on the areas in the 
north-central region. Its work is implemented through jointly planned and 
implemented community and STE activities. 
 
Article 4: OBJECTIVES 
The objects of the organization shall be to: 
1 Improve the environmental conditions for nomads and rural people. 
2 Advocate for the improvement of environmental legislation. 
3 Raise awareness about the need to stop harmful environmental practices. 
4 Serve as a forum for sharing experiences and information on environmental 
issues. 
 
 Article 5: VALUES 
STE is committed to: 

1. ensuring that all people, rural or urban, have access to the environmental 
resources they need 

2. implementing projects according to the needs of the local communities, 
not of STE 

3. providing support that will have a very long term positive effect on the 
environment and community 

4. encouraging communities to understanding the relationships between their 
daily activities and their environment. 

 
Article 6: STRUCTURE 
Save The Earth will be structured according to the following system: 
• Congress 
• Board of Directors 
• Director 
• Management Team 
• Project/Office Staff. 
 
The project and office staff’s responsibilities are described in their job 
descriptions, contracts, and STE’s personnel policy. 
 
6.1 CONGRESS 

• The purpose of the Congress is to be an advisory board for helping STE to 
achieve its mission. 

• The Congress is the highest organ of STE. 
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• The members of the Congress are those environmental activists who 
support the work of STE and who have made a financial contribution to 
STE in accordance with its membership policy. The Congress 
membership will be reviewed each year at its Annual General Meeting 
(AGM) and those who have not paid for more than three months will be 
dismissed from their duties. 

• The Congress holds its AGM every year in January. The Congress may 
hold an extraordinary meeting if two-thirds of its members request one. 

• The responsibilities of the Congress are: 
o approving appointments to the Board of Directors 
o approving the constitution and membership policies 
o reviewing the achievements of the previous year 
o contributing to the design of the plan for the next year. 

• Cessation of the Congress membership is by: 
o not paying membership fees for more than three months 
o vote of the Congress members by at least 2/3 of all members  
o death 
o resignation. 

 
6.2 BOARD OF DIRECTORS (BOD) 

1. The BOD’s purpose is to provide organizational leadership. 
2. The BOD is answerable to the Congress and supervises the Executive 

Director. 
3. The BOD term is one year but members may be re-elected for up to three 

years. 
4. The BOD members are nominated by the management team of the 

organization and then approved by the Congress at its AGM. 
5. The BOD will have seven members. 
6. The responsibilities of the BOD are: 

o making decisions about the organization that are not part of the 
daily running of STE 

o approving organizational policies, structure, programmes, and plan 
of action or strategic plan, and budget 

o organising the Annual General Meetings of the Congress 
o fundraising, with the help of the management 
o overseeing the affairs of STE between Congress meetings 
o proposing all membership policies, including determining and 

adjusting the membership subscription as necessary, for approval 
by the Congress 

o approving financial transactions above five thousand dollars 
o auditing, monitoring and evaluating the organization. 

 
7. The meetings of the BOD are monthly. 
8. Cessation of BOD membership outside of the annual vote is by: 

o dismissal by the Congress by a 2/3 majority vote of all members 
o death 
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o resignation. 
 
 
6.3 EXECUTIVE DIRECTOR 

1. The purpose of the Director is to be the leader of the organization’s daily 
activities. 

2. The Director is answerable to the BOD and is the head of the 
Management Team. 

3. The Director is hired on an open contract by the BOD and may be 
employed as long as the BOD is satisfied with his or her work. 

4. The responsibilities of the Director are: 
o  implementing the policies of the organization 
o  representing STE when signing agreements on behalf of STE 
o  hiring and dismissing the heads of departments and projects 
o  approving all financial disbursements 
o  ensuring financial transparency of the organization 
o  coordinating the running of day-to-day activities 
o  promoting STE and ensuring good relations with the community 

and  government 
o  reporting quarterly on all activities to the BOD. 

5. Cessation of the Director position is by: 
o end of contract 
o dismissal by the BOD by five or more votes, in accordance with 

STE’s  personnel policy 
o death 
o resignation. 

 
6.4 MANAGEMENT TEAM 

1. The purpose of the Management Team is to implement STE’s daily 
activities. 

2. The Management Team is answerable to the Director, and supervises the 
departments and projects of the organization. 

3. The Director hires the Management Team members depending on their 
experience and qualifications in accordance with STE’s personnel policy. 

4. The members of the Management Team are the Director and heads of the 
departments. 

5. The responsibilities of the Management Team are: 
o    implementing daily activities 
o supporting the staff of the department and managing the 

departmental  resources 
o appointing and dismissing project or departmental staff after 
o receiving approval from the Director 
o assisting the Director in making managerial decisions 
o reporting weekly to the Director about the ongoing activities of the 

projects in  the department. 
6. The meetings of the Management Team should be at least weekly. 
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7. Cessation of Management Team membership is by: 
o dismissal by the Director in accordance with STE’s personnel policy 
o death 
o resignation. 

 
Article 7: FINANCE 
The income of STE shall be derived from: 

1. contributions from the beneficiaries of STE’s work 
2. fees paid by the Congress members 
3. funds provided through agreements with development agencies for 

implementing projects. 
4. receiving, disbursement and reporting of the organization’s funds will be 

defined by the STE financial policy. 
 
Article 8: PROPERTY OF THE ORGANIZATION 
All property of STE shall be registered in the name of the organization and 
managed and used according to the organizational fixed asset and inventory 
policy. 
 
Article 9: DISSOLUTION OF THE ORGANIZATION 
Save The Earth will only be dissolved by joint resolution of the Congress, Board 
of Directors, Director, and Management Team supported by a vote of no less 
than 4/5 of all delegates present. If less than 2/3 of all delegates are present, 
then the vote may not be passed, regardless of its outcome. 
 
Article 10: INTERPRETATION OF THE CONSTITUTION 
The responsibility for the interpretation of the terms of this constitution or any 
matter arising in connection with its meaning is that of the Congress by a 2/3 
majority, with at least half of all delegates present. 
 
Article 11: APPROVAL OF THE CONSTITUTION 
The Congress of Save The Earth, whose signatures are attached, approves this 
constitution on 1 May 2001. This constitution is binding until the ratification of a 
later one by unanimous agreement of the Congress of STE. 
 
 
The importance of standard provisions 
A number of standard provisions should be included in a governing document. 
The checklist below includes those which reflect good practice and will help 
trustees avoid some of the common pitfalls in the management of an NGO. The 
provisions in the list are explained in the following pages. 
 
Provision 1. It is important to consider the name of the organization carefully 
because it may not be easy to change it once it is incorporated into the governing 
document. 
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Provision 2. The aims set out what an organization is set up to do. They should 
therefore be described clearly, using words with a commonly accepted meaning. 
An organization may have more than one aim. It is important to remember that: 

• the aims should reflect what the organization intends to do; and 
• the aims should be easy to understand. 

 
Provision 3. Powers are usually set out in a separate clause immediately 
following the aims. The trustees of most organizations will need some powers 
which they can use to help them carry out the aims. Consider carefully what 
powers the trustees might reasonably be expected to need and include them. 
This might avoid having to amend the document later. 
 
Provision 4. Trustees are the people responsible for the general management 
and administration of the organization. The governing document should spell out 
clearly: 

• how many trustees there will be 
• how they will be appointed 
• how long they will serve. 

 
The governing document normally either appoints, or provides for the 
appointment of, the first trustees of the organization. These individuals are thus 
named in the document as the ‘first trustees’. 
 
Below is an illustration of some of the key decisions that an organization will 
need to make regarding its trustees. 
 
DECISIONS TO TAKE: TRUSTEES 
Number of trustees. The organization can decide what number of trustees will 
best meet its needs, bearing in mind that too many will make meetings unwieldy 
and decision making difficult, but having too few will place an unfair burden of 
work on a few individuals. 
 
Length of office. It is advisable for the governing document to state how many 
years the trustees will hold office. Appointments are normally specified as being 
anything from one to five years. 
 
Eligibility. The organization’s clients, beneficiaries or service users and 
members may also be trustees, provided that there are adequate provisions for 
dealing with any conflict of interest that may arise. 
 
Re-appointment. Trustees are usually re-appointed only if those with the power 
to appoint them are satisfied that they are still those best equipped to take the 
organization forward. A provision which allows a competent trustee to be re-
appointed can be useful for retaining valuable experience and providing 
continuity. 
 



29 
                                                                                     Managing a non profit 

 

 
Most organizations appoint at least three trustees, and most have between three 
and nine. Some organizations (umbrella NGOs or network NGOs) have more 
than nine trustees, so that all the member organizations have the opportunity to 
appoint a representative. For the sake of continuity, it is a good idea for the 
governing document to state that individual trustees will hold office for different 
periods of time. 
 
For example: 
Trustee 1 holds office from April 2006 to March 2009. 
Trustee 2 holds office from August 2006 to July 2009. 
Trustee 3 holds office from November 2006 to October 2009. 
 
Staggering the terms of office avoids a situation in which all trustee appointments 
end at the same time. This process may occur naturally as trustees resign or 
retire from office and new ones are appointed to the governing body. 
 
When an individual is nominated by an external organization to be a trustee, this 
gives a voice in running the organization to a member of a group, which has an 
interest in the organization’s work. This could be a beneficiary, a client, a service 
user, or the representative of a funding body. These nominated individuals can 
be a valuable asset to an organization because they bring external perspectives 
which prevent the trustee body from becoming too inward-looking. 
 
 
There is no difference in duties and responsibilities between a trustee selected 
by other trustees or elected by the members of the organization and a trustee 
nominated by an external organization. However, nominated trustees should be 
aware that having two roles may bring conflicting demands, especially if they are 
also members of the external organization that nominated them. Where a 
potential conflict of interest for a trustee arises on a particular issue that the 
governing body is considering, she should not take part in the discussions or vote 
on that issue. 
 
The governing document must also explain the specific circumstances in which a 
trusteeship will end. It may contain provisions stating the circumstances in which 
trustees can be removed from office, as outlined below. 
 
PROVISIONS FOR TERMINATION OF TRUSTEESHIP 
The governing document may specify that the trustees can remove a trustee who 
consistently fails to attend meetings, or fails to attend three consecutive 
meetings. It might also specify that a trustee may be removed if: 

• The organization has conducted an inquiry and is satisfied that there has 
been misconduct or mismanagement; or 

• In broad terms, the individual has failed to protect the organization’s 
resources or to ensure that its resources are properly used. 
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It is a good idea to set a limit to the term of trusteeship and state this clearly in 
the governing document (together with a re-election procedure). 
 
A trustee may resign at any time although she should give sufficient notice to the 
remaining trustees. It is important that an organization maintains a balance 
between experienced and new recruits. It is wise to consider devising a rota of 
resignations and successions to allow for experience to accumulate and to 
prevent a vacuum from developing. A fixed term of office of, for example, three 
years, can be included as a provision in the governing document. 
 
Provision 5. Meetings and administrative provisions. Unless the governing 
document outlines a basic administrative framework, the trustees will find it 
difficult to run the organization efficiently. Consider the list of provisions 
contained in the box below and add others as necessary. 
 
PROVISIONS FOR MEETINGS AND ADMINISTRATIVE PROCEDURES 
1. MEETINGS 

• What is the minimum number of meetings that the trustees should have 
each year in addition to an annual general meeting (AGM)? 

• How will meetings of the trustees be arranged? 
• How will emergency or special meetings be called to discuss a particular 

issue? 
 
2. THE CHAIR 

• How will the Chair be appointed? 
• Will the Chair have the right to a second or casting vote when the 

numbers of trustees voting for and against a resolution are equal? 
 
3. A QUORUM 

• What number of trustees must be present if a meeting is to be valid (that 
is, what is the minimum number of trustees needed for a quorum)? 

 
If there are three, four or five trustees, then the quorum might be two, but if there 
are six or more trustees, the quorum stated could be, for example ‘three, or one-
third of all the current trustees, whichever is more’. 
 
The number required for a quorum should not be set too high as this can lead to 
difficulties when an insufficient number of people can attend meetings. 
 
Provision 6. Membership. For membership organizations the governing 
document should set out who is eligible to be a member. 
 
For example, membership may be defined in terms of individuals or 
organizations only, or both individuals and organizations. The following box 
lists some key considerations for membership provisions. 
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MEMBERSHIP PROVISIONS 

• Membership fees 
Is a subscription or membership fee payable? How often will fees become 
due (for example, annually or upon becoming a member, etc)? 
 

• Eligibility  
How will individuals or organizations apply for membership? 
What criteria will be used for accepting or rejecting applications?\ 
 

• Voting rights 
Will members have any voting rights on the governing body? 
 

• Termination of membership 
How may membership be terminated? 

 
It is good practice to terminate the membership of an individual or organization 
only: 

• if good and sufficient reason exists and is explained to the individual 
concerned; and 

• if the individual or organization concerned has exercised the right to be 
heard before a final decision is made. 

 
It is important that members understand that they must exercise their 
membership rights only in the interests of the organization, and not for any 
personal gain. 
 
Provision 7. Members’ meetings. If a governing document provides for a 
membership, it is also advisable to provide for general and special meetings of 
that membership in addition to the regular meetings of the trustees and the AGM.  
 
Provision 8. Financial accounts and bank accounts. The governing document 
should provide for one or more bank accounts to be set up, and make adequate 
provision for the control of these accounts, including authority for signing 
cheques. Make sure that the provisions contained in the governing document 
match those in the financial procedures policy document (see Chapter 6: 
Organization Financial Management). 
 
Provision 9. Personal interest. The governing document should include 
provisions for dealing with any conflict of interest that may arise. Trustees should 
not be able to use their position in the organization to promote their own personal 
financial gain, or other personal and direct benefit. For example, there should be 
a provision requiring trustees to declare their business interests and for these to 
be recorded. 
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Provision 10. Amendments. The governing document should set out a 
procedure by which it may be amended. There are likely to be occasions when 
this is required to meet changing organizational needs and imperatives. 
 
Provision 11. Power of dissolution. There may come a time when, for 
whatever reasons, an organization cannot continue to operate. Therefore the 
governing document should specify: 

• how the organization may be dissolved 
• what will happen to any remaining assets after all debts and liabilities have 

been settled. 
 
THE ROLE OF TRUSTEES 
Trustees play a very important role in organizational governance. The next part 
of this chapter looks at issues concerning trustees that may arise when an NGO 
is establishing its governing body. 
 
Selecting trustees 
Trustees need to be carefully selected and trained to ensure that they contribute 
their best to the efficient management of the organization. The illustration below 
suggests some guidelines for selecting trustees. 
 
GUIDELINES FOR THE SELECTION OF TRUSTEES 

• Trustees must be selected for what they can contribute to the organization 
and the delivery of its objects and mission. They should NOT be appointed 
solely for their status or position in the community. 

• Trustees must be able – and willing – to give time to the efficient running 
of the organization and the fulfillment of its objectives and mission. 

• Trustees should be selected on the basis of their relevant experience and 
skills and must be prepared to play an active role in running the 
organization. 

• Trustees can be beneficiaries, clients or users provided that arrangements 
are made to avoid conflicts of interest, such as a trustee voting for 
something from which he or she might gain personal and direct benefit. 

 
Trustee skills 
Prospective trustees should be selected for their ability to make an effective 
contribution with their skills and experience. The following exercise is suggested 
to help the organization think about what types of trustee it needs. 
 
EXERCISE: SELECTING TRUSTEES 
STEP 1: ASSESS EXISTING TRUSTEE SKILLS 

• List the current skills and experience that are represented on the existing 
governing body. Include skills such as fundraising, bookkeeping, or 
management skills. 

• An individual’s experience of working for another organization is valuable. 
So too is the experience of someone who has been in the same position 
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as the beneficiaries, clients or service users of the organization OR who is 
a client or user and thus fully understands the needs of this group. 

 
STEP 2: IDENTIFY GAPS IN SKILLS AND EXPERIENCE 

• Assess what skills are lacking on the governing body. Draw up a list of the 
gaps. 

• Make a list of the skills sought in a new trustee. Some of these skills may 
be essential whereas others may be desirable. 

• Some organizations draw up a job description for prospective trustees just 
as they do when employing new staff. 

 
STEP 3: LOOK FOR BALANCE AND DIVERSITY 

• Consider the current balance of the governing body. 
• It can be very useful to have a group of individuals who are diverse in 

terms of age, sex, race or ethnicity, background and skills. 
• If the organization has an equal opportunities policy or a diversity policy, it 

should apply to the trustees as well as to staff. 
 
The procedures for selecting and recruiting trustees should mirror, to the extent 
possible, those applied in the selection and recruitment of the NGO’s staff (see 
Chapter 7: Personnel Managing). 
 
Finding new trustees 
Once the skills, competence and experience the organization needs in its 
trustees have been agreed, it is a good idea to draw up a list of recruitment 
sources which may include those outlined below. 
 
RECRUITMENT SOURCES: TRUSTEES 
Good recruitment sources might include: 

• Government 
• traditional elders 
• religious leaders 
• university professors 
• international funding agencies. 

 
You could also: 

• advertise for trustees in the press 
• hold an open day to show potential trustees what the organization is 

about. 
 
It is highly recommended that the organization approaches other NGOs or 
international organizations, academic institutions and schools or reputable local 
businesses to ask whether they know of individuals who might be willing and able 
to act as trustees. Press advertisements can also be an effective way of reaching 
a wider group of people as the advertisement can specify the particular skills 
needed. However, advertising is costly. Since the role of trustee is normally 
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voluntary and unpaid (bar travel expenses), it is important to find individuals who 
are not only suitably qualified and experienced, but also committed to the mission 
and goals of the organization. In the box below are some factors to consider 
when selecting trustees. 
 
FACTORS TO CONSIDER: SELECTING TRUSTEES 

• It is important to make potential trustees aware of the seriousness of their 
duties and responsibilities, but without discouraging them. 

• The commitment required of a trustee needs to be clear, including the 
average amount of time that trustees are expected to devote to the 
organization each week or month. 

• When a number of possible recruits have been identified, it is important to 
consider whether their skills match the requirements of the 
organization. The person or persons concerned will also need to judge 
whether the organization is a suitable one for them. 

• The original specification of the skill requirements for new trustees can 
be useful when making selection decisions. 

• Make sure that the potential new trustee does not have any personal or 
business interests that might conflict with the organization’s interests. 

 
After a new trustee has been selected, he or she must be formally appointed by 
the governing body. It is usual for this to take place at the Annual General 
Meeting or assembly. At this event people will be asked to propose and second 
the appointment of the selected or nominated trustees. 
 
New trustees should sign the minute book of the governing body to show that 
they accept their appointment and are aware of their duties. This book records 
the date and time of all meetings and the signatures of those attending the 
meeting. 
 
Induction for a new trustee 
Existing trustees, particularly the Chair, should ensure that new trustees have a 
clear understanding of the work of the organization and what will be expected of 
them. It is helpful to arrange an induction, as outlined below. 
 
TRUSTEE INDUCTION 

1. Provide the new trustee with a copy of: 
• • the organization’s governing document 
• • the latest annual report and accounts 
• • the strategic plan and accompanying documents, such as the 

budget 
• • other key organizational policy documents. 

 
2. Give the new trustee details of resources and assets that belong to the 

organization. 
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3. Introduce the new trustee to existing trustees to ask questions about the 
organization’s activities and funding. 

4. Introduce the trustee to the Executive Director, who should be asked to 
arrange a tour of the office to meet staff. 

5. With time the new trustee might also be encouraged to visit some of the 
organization’s clients, beneficiary or target groups and different locations 
where the organization has programmes and partners. 

 
Retirement of trustees 
There are a number of circumstances in which a trustee may retire from an 
organization’s governing body. The outline below suggests how to avoid adverse 
effects on the governing body’s work when this happens. 
 
GOOD PRACTICE: RETIREMENT OF TRUSTEES 

1. The trustee should write to the Chair (unless specified otherwise in the 
governing document) giving notice. 

2. It is good practice to give fellow trustees adequate notice so that they can 
find a replacement. 

3. A trustee may be able to retire without a replacement being appointed, but 
this will depend on the provisions in the governing document. A basic rule 
is that a trustee may not resign unless at least two trustees remain on the 
governing body. Allowing a trustee to retire or resign without a 
replacement is not ideal. It is important for every organization to be 
equipped with an efficient and effective trustee body. 

 
EXAMPLE: RESPONSIBILITIES OF TRUSTEES 
Trustees have the responsibility to: 

• Read the governing document and be aware of what it says about the 
objects of the organization and how its work should be conducted. 

• Find out what the organization does and how it is funded, and be aware of 
the current state of its finances by reading the latest annual report and 
accounts, and financial reports submitted to the governing body. 

 
Together, the trustees are responsible for ensuring that: 

• The income (including special grants) of the organization is spent only on 
work which is appropriate to realization of the aims as stated in the 
governing document. 

• The organization is not prone to any financial risk. 
 
The governing body employs an Executive Director to manage the organization, 
its staff and finances within a policy framework it sets at committee meetings. 
The trustees should keep up to date with any decisions made on their behalf by 
reading the Executive Director’s reports and all documents submitted to it. Given 
the significance of trustees’ responsibility to ensure that the organization is not 
prone to financial risk, it is advisable to spell it out further as in the following 
example. 
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EXAMPLE: FINANCIAL RISK 
It is the responsibility of the trustees to: 

• Make sure that the organization is properly insured. 
• Formally agree (at a governing body committee meeting) any contracts or 

commitments which have financial implications. 
• Refrain from entering into any contracts (including staff contracts) unless 

they know that adequate funds are available to cover the costs. 
• Anticipate possible future financial commitments (e.g. by setting money 

aside in case of staff redundancy payments). 
 
ORGANIZATIONAL POLICY DEVELOPMENT 
One of the governing body’s most important roles is to support the development 
of the organization’s policies and, once these have been developed, to monitor 
their effective implementation. Its support and guidance can be given through a 
structure of subcommittees or through the routine committee meetings. However, 
as policy development can be a time consuming business it is probably best 
achieved in smaller and more focused meetings. The governing body must any 
case formally approve any policies that the organization develops. 
 
It is advisable to keep the number of policy and procedural documents to an 
absolute minimum to avoid unnecessary bureaucracy. It is also important to 
ensure that the policies are ready to hand. Policy documents that live in filing 
cabinets serve little practical purpose other than assuring trustees and staff of 
their existence. Working policy documents, on the other hand, will be referred to 
frequently until their contents have been fully internalized by those responsible 
for overseeing their implementation. This guidance manual recommends the 
development of two main organizational policy documents: 
 

• a financial procedures policy document (Chapter 6) 
• a human resource management policy document (Chapter 7) 

 
Each of these may include a large number of headings and subheadings. The 
specific policy guidance contained under these can always be drawn out and 
photocopied separately as necessary. It is helpful to have well indexed policy 
documents, as this makes it much easier to find the relevant section. In addition 
to their roles in helping to develop organizational policy, the trustees and 
governing body are responsible for ensuring that the policies are effectively and 
fully implemented and where they are not, to take the appropriate remedial 
action.  
 
 
CHECKLIST: SUCCESS FACTORS FOR GOVERNING BODIES 

1. Their trustees represent the interests of stakeholders and carefully monitor 
the actions of senior executives to promote and protect those interests. 
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2. They link the organization to influential stakeholders outside the 
organization, thereby promoting the organization’s mission while ensuring 
attention to important concerns in society. 

3. They are composed of highly qualified trustees. 
4. They exercise independent and objective thinking in appraising the actions 

of senior executives and in introducing strategic change. 
5. They pay special attention to their own composition to ensure an 

appropriate mix of internal and external trustees, and the inclusion of 
minority representatives. 

6. They have a well-developed structure: that is, they are organized into 
appropriate committees to perform specialised tasks (e.g. to review the 
work of the Executive Director and to audit the organization’s financial 
transactions). 

7. They meet frequently to discuss progress in achieving organizational 
goals and to provide counsel to executives. 

8. They assess the Executive Director’s performance at least once a year to 
provide guidance on leadership style. 

9. They conduct strategic reviews to determine the fit between the 
organization’s strategy and the needs of its environment. 

10. They formulate and follow the ethical codes that govern the behaviour of 
the organization’s executives and employees. 

11. They help the organization look to the future by challenging trustees to 
clarify their visions for the organization and fit it with the needs of society. 
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CHAPTER 3: WRITING A PROJECT PROPOSAL 
 
A proposal is a document that presents a project or programme idea in a clear 
and concise way. Some organizations draw up a proposal to encapsulate the key 
components of their strategic plan with the aim of securing funds to contribute to 
their whole programme of work. Others use such proposals mainly as a means of 
securing funding for parts of the overall programme. A proposal is written to show 
a funding agency that there is a challenge or need that the organization can help 
to resolve in partnership with the community or with other organizations. Though 
most funding agencies have their own proposal guidelines, which can be 
downloaded from their website any time there is a call for proposal. This is to 
ensure that NGOs submitting proposals meet up to their standards, and do not 
go contrary to her policy and guidelines on proposal writing. It shows why the 
project or programme should be funded, and how you will be able to manage the 
resources that will be given to you. This chapter therefore is intended to equip 
you with the necessary knowledge and skills to writing a good project proposal.  
 
A Concept Paper 
A concept paper is a summary of the proposed project that will convince potential 
funders that there is a real need for it to be implemented. If the funding agency 
does not express interest in the project after seeing the concept paper, it can 
save the time and energy of researching and writing a full proposal. If the funding 
agency does express interest, the concept paper is a good starting point for 
further research to develop a full proposal that will be submitted to the agency. 
Writing a concept paper is a valuable exercise. It enables the organization to 
collect project ideas and write them down for preliminary review by potential 
funding bodies. A concept paper should be no longer than two pages and should 
attempt to address the questions in the box below. 
 
Questions to Address in a Concept Paper 

• What does the organization want to do? Give a general summary of the 
project, but be specific about objectives and goals. 

• Why is the project important? Why is there a need for the intervention? 
Based on the data collected, give qualitative (observations) and 
quantitative (statistics) information to demonstrate the need for the project. 

• Who will the project benefit? Who are the beneficiaries, and why do they 
need the proposed help? Once these questions have been answered, the 
ideas must be transferred on to paper clearly and concisely. Ask: 

 
- Is the concept paper clear, simple and easy to understand? 
- Are the problems and proposed solutions well stated? 
- Is the necessity of the project clearly conveyed? 
 
Proofread the concept paper carefully, and ask others in the organization to 
revise it. Ask the beneficiaries of the project to read it and comment, as 
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appropriate. Before writing a full project proposal, it is advisable to share the 
concept paper with funding agency representatives so that the proposal is written 
for a specific agency. This is important because different funding bodies have 
different requirements that need to be satisfied in the full project proposal (see 
fundraising). 
 
Once a number of funding agencies have been identified that might fund the 
project, visit them. Show them the concept paper and discuss plans with them. 
Consider inviting them to visit other projects that the organization has 
implemented or is implementing and to meet the relevant staff.  
 
To get a project off the ground money is only part of the challenge. A successful 
project is built on: 

• great ideas that meet real needs 
• goals that can be achieved 
• the right people and resources to carry out the project 
• strong commitment and participation - including in making decisions 
• excellent (project, personnel and financial) management  
• plans for future continuation and self - support of the activity 

 
 
All funders basically ask the same questions: 
Who? … ….are you and who will benefit from the project 
Why? ……. are you planning a project 
What? … …do you hope to achieve 
Where? … .will the project take place 
When? … ...will it take place 
How? ……. will you proceed. 
 
Whose Project? 
When you describe your organization to the funder, be sure to include the 
following: 

• Background of your organization or group. How was it started? Why? 
• Activities and services. What does the group do?  
• Previous experience, skilled people, or public support. Highlight anything 

that relates to the project. 
 
NOTE! Generally, funders prefer short, clear explanations and sentences 
rather than long ones. If you have extra information you want the funder to 
read (maybe an annual report or newspaper article about your group), 
attach it as an appendix. 
 
EXAMPLE: Project Applicant 
The Joint National Association of persons with disabilities (JONAPWD) is a 
national organization for persons with disabilities in Nigeria, including persons 
who are blind, deaf, physically impaired, as well as mentally retarded groups. It 
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was created to help people with disabilities help themselves. Activities include 
leadership training, public education, advocacy and income generation. Every 
year JONAPWD organizes a national disability week including radio interviews, 
training workshops and a talent show. This year JONAPWD hopes to make this 
event even bigger with a national training seminar for people with disabilities in 
Nigeria. 
 
 
Who are the partners working with you? 
= “Co-operating Partners” 
The involvement of other organizations in your project shows that you have 
support from your community and can access skills you might not have within 
your group. If you have been involving government bodies or other businesses, 
even if only for funding, this support adds strength to your proposal. 
 
EXAMPLE: Co-operating Partners 
This project will be carried out in partnership with the Centre for Citizens with 
Disabilities, which will provide space and training materials for the project. 
Participants who complete our leadership training certificate will be offered 
scholarships to continue their studies at the Centre’s Community Development 
Program. The Centre is part of the advisory committee of the project, and so will 
provide advice to project staff throughout the project.  
 
Who are the women among you? 
= “Women’s Participation” 
Because women are on the sidelines of activities and decision-making, it is 
important to other agencies to know that they are fully included in the project. 
Ideally 50% of the project participants will be women. But that is not enough. 
They should also be fairly represented among the planners and decision-makers 
of your organization and project leadership. 
 
NOTE! Some men think that women are too shy to participate or are not 
educated enough to contribute. For cultural and social reasons, many 
women have not developed all the same skills as men. Inclusion is the first 
step to a new balance of power. Help women organize themselves without 
men present. You can be sure there will be natural leaders! 
 
EXAMPLE: Women’s Participation 
Women will be included throughout this project. Of the 6 member Executive 
Board of JONAPWD, two persons are women, including the representative of the 
women’s wing of JONAPWD. According to JONAPWD’s Constitution, if the 
chairperson is a man, the vice chairperson must be a woman, as is the case 
presently. Two of the 4-person projects planning team are also women. Part of 
the training seminar will be geared to women, including special workshops to 
discuss women’s priority issues, like employment options and family life. 
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Who are the beneficiaries? 
The beneficiaries are the people on whose behalf the project is being organized. 
They may include some of the people mentioned above among the partners that 
are coordinating the project. Generally, the beneficiaries include the participants 
who will benefit directly from their involvement in the project. In addition, there 
will be indirect beneficiaries, who may not be active in the project but whose 
lives will be affected nonetheless. 
 
EXAMPLE: Beneficiaries 
The direct beneficiaries of the project are the twenty disabled people who will 
receive skills training and the opportunity for employment in the food industry. 
The indirect beneficiaries will be the families, including several children of single 
mothers, whose income will be raised. All disabled people will benefit, as will the 
community generally, by this example of training and employment for people with 
disabilities. 
 
Why do you need this project? 
It is hoped that you develop your proposal idea with the participation of your 
members and the opinions of other members of the community who will be 
affected. By using a process of participatory project planning, you will have a 
clear understanding of exactly why you chose your particular project, beginning 
with the problems you need to address. Some project guidelines ask for a 
description of the “Problem.” Others ask for the project background 
 
Background  
In describing the project background, share some of the information gathered in 
discussion groups, surveys and background research. You may wish to include 
the numbers and types of disabilities that are present in your district. Then, make 
a connection between your organization and this project in improving the 
situation. 
 
EXAMPLE: Background 
It is estimated that over 19% of the population of Nigerians is disabled. In some 
rural areas these numbers are much larger because of poor nutrition, polio cases 
and river blindness. With a per capita average income of under 2000 US Dollars 
a year, poverty is widespread throughout Nigeria. Because official aid does not 
target persons with disabilities, most development programs do not include them 
at all. While the government officially promotes “education for all,” the lifelong 
exclusion of persons with disabilities begins in childhood when they are 
discouraged from attending inaccessible schools. This project plans to address 
the educational issues of persons with disabilities in rural areas on many different 
levels, including integration into public education, scholarships for higher 
education, and technical skills training for adults with disabilities. JONAPWD will 
modify training materials that have already been developed by it to suit the needs 
of rural disabled people.  
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What do you hope to achieve? 
= “Overall Goal and Immediate Objectives” 
What do you hope to achieve can be divided into two parts: 
 
1. in the long term and 
2. by the end of the project. 
 

1. Your project will help meet the Overall Goal, but it cannot to do so alone. 
For instance, your vision or overall Goal may be that disabled people in 
your country are educated. The skill training project you are planning will 
help in moving toward this vision, but many other policies and programs 
will also be necessary. 

 
EXAMPLE: Overall Objective 
(For the project “JONAPWD Bicycle and Wheelchair Construction and Repair 
Shop”) To increase the opportunities of people with disabilities in the community 
through employment and wheelchair access. 
 

2. What you hope to achieve during the time period of your project are the 
Immediate Objectives. (In some application forms these may also be 
called Goals or Project Purpose). Because the success of your project 
will be measured by how you are able to meet the objective(s), these 
should be realistic in the short term. Please see also Checking Progress 
with “Monitoring & Evaluation,”  

 
EXAMPLE: Immediate Objectives 

1. To train people with disabilities in bicycle repair and wheelchair 
construction 

2. To have the shop become profitable 
3. To offer mobility impaired persons access to affordable wheelchairs 
4. To increase the visibility of the persons with disabilities in the community 

 
 
NOTE! The objectives are generally written in point form, as 
shown above. This helps the writer be concrete and “to the point.” 
 
Where, when, how will the project happen? 
These questions lead us into the nuts and bolts of the project proposal. At this 
point, it is especially important your team has the skills needed to develop a clear 
plan for how the activity will be managed. The management documents prepared 
here will eventually be used as part of your week-to-week guide for carrying out 
your project. 
 
There are seven essential areas of your plan: 

1. Description of Activities 
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2. Work Plan 
3. Time-line  
4. Budget 
5. Financial Management 
6. Management Structure 
7. Monitoring & Evaluation  

 
Description of Activities 
The activity is the plan you chose to solve your problem. (The application forms 
of funders may refer to the Strategy, Approach or Implementation Plan.) This 
section describes what the activity is, where it will take place, when, and a 
general idea of how. The work plan will provide more organizational details. 
 
EXAMPLE: Activity 
Okey will carry out an 18-month training-the-trainer program entitled “JONAPWD 
Rural Leadership Training” beginning in the third quarter of 2003. The program 
will target persons with disabilities in the rural areas. Groups of 5 trainees from 
the 4 western rural states of Nigeria will come to the JONAPWD training centre in 
the capital city every 6 months for a 2-week intensive program on organizational 
development skills. They will be trained on how to organize self-help groups in 
their communities, including independent living, education of children and 
employment training for disabled adults. The trainees will be given tasks and 
resource materials to help them get started in their communities between their 
own training sessions. In some cases, the Internet will be used to keep in touch 
with the trainers and fellow trainees. The trainers will also visit each of the sites 
throughout the 18-month period. This training program was chosen through 
community discussion groups and meetings of the JONAPWD Board. The 
approach allows JONAPWD to use the skills and curriculum already available 
within the organization. 
 
 
Work Plan 
A work plan provides all the organizational details of your activity, including a 
schedule and related resource needs. It should offer a complete picture of how 
the project will be organized from the beginning to the end of the project. 
 
NOTE! Generally, funders always require about half a year to receive, 
review, gather additional information from references, make decision and 
transfer funds to its partner. So plan accordingly! 
Just like following a recipe, often there is a natural order in which the various 
steps of the project must take place. These are the stages or phases of the 
planned activity. Generally, there are at least three stages, as follow: 
 
Phase 1. 
Start-up, possibly involving: 
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• Building the organizational structure (including board meetings, meetings 
with cooperating partners, hiring of staff and financial arrangements) 

• Further background studies (including market analysis for income 
generating activity) 

• Contacting participants (perhaps including application processes) 
• Set up of office 
• Booking future meeting locations, equipment and resource persons 
• Publicity 

 
Phase 2. 
Event(s) or Activity (which will have their own stages) 
Examples: 

• Training program 
• Special event or conference 
• Product or service development and/or sale 

Phase 3. 
Follow-up 

• Integration of project into regular program 
• Evaluation activities 
• Preparation and mailing of reports 

 
EXAMPLE: Work Plan 
(for the project “JONAPWD National Conference on the Standard Rules for the 
Equalization of Opportunities for Persons with Disabilities”) 
 
Stage 1. Start-up 

• Hire project coordinator. 
• Update work plan. 
• Establish an organizing committee. 
• Invite and confirm speakers. 
• Develop and print a final program along with registration forms. 
• Confirm location of the conference site and sign contracts. 
• Make accommodations to venue. 
• Make equipment rental agreements. 
• Contact related stakeholders including participants, businesses, and 

government. 
• Coordinate transport 
• Plan lunches and refreshments 
• Plan special event and/or reception. 
• Prepare documentation. 
• Prepare media information packet. 
• In month 6, an interim report will be sent to the funder. 

 
Stage 2. Conference 

• The event will take place over a three-day period. 
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• The theme of the conference will be “Human Rights and Disability.” 
• Sub-themes include education, work, family life, cultural life, legislation 

and women’s issues. (A draft program should be included.) 
• Participation will be limited to 50 delegates. 
• Dignitaries, including Vice President, his Excellency Mr. X will attend the 

opening and closing ceremonies. 
• Presentations will be made mornings from 9–10:15 and afternoons from 

1:30–2:45. 
• Presentations will be followed by workshops. 
• Free transport will be provided for participants who need it. 
• Lunch and two refreshment breaks will be included. 
• Participants will be asked to complete an evaluation form. 

 
Stage 3. Follow-up 

• Review participant evaluation forms and use content for a final report. 
• Link participants through Internet chats, using the organization website. 
• Print conference report to send to participants and other stakeholders. 
• Thank local contributors. 
• Write grant reports. 
• Organize audit of JONAPWD 

 
Time-line 
The time-line is not necessarily based on the calendar, but more likely the 
number of weeks or months required for the various stages of the projects and 
activities within them. Before you set your time-line, check any important dates 
that might affect your project like: 

• Funding deadlines and funding periods (maximum time limit for projects) 
• National or religious holidays or other competing events 
• To develop the time-line, use your work plan. Decide how long each 

activity will require and when it should take place. Provide a project 
completion date. 

 
NOTE! If it is an event you are planning, you may wish to develop your 
time- line backwards. Begin with the date of the event, then list what needs 
to take place leading up to that date. 
 
One way to combine the list of activities in the work plan with a time-line is to 
create a table. Activities are listed on the vertical line and months are listed 
across the horizontal, marking with an X the month in which the activity takes 
place. 
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Time-line 
S/no Activities M 1-2 M 3-4 M 5-6 M 7-8 M 9-10 M 11-12 

1 Hire coordinator    x           
2 Update work plan        x           

3 
Confirm organizing 
committee       x           

4 
Invite and confirm 
speakers        x       x         

5 Print a final program             x       
6 Confirm site         x           

7 
Any accommodations 
to site are made               x        x   

8 
Confirm rental 
equipment           x              x 

9 Coordinate transport            x            x 
10 Contact stakeholders                x   

11 
Plan lunches and 
refreshments             x        x        x        x 

12 Plan special event                x   

13 
Prepare 
documentation               x        x        x 

14 
Prepare media 
information packet            x        x        x   

15 Send interim report              x     
 
Please note that many of the activities listed could be broken down into their own 
stages and sub-activities, with lists of whom to contact and when. Individuals 
using this plan would probably divide it further into weeks, and then plan day by 
day.  
 
Budget 
In order to plan your budget, you must first consider all the different resources 
required to carry out your project. These are sometimes referred to as the means 
or inputs of the project. (Your Work Plan will provide you with most of the 
information you need.) Your project’s costs can likely be organized in the 
following categories: 
 

• Project Personnel: experts, coordinators, technicians 
• Materials and supplies 
• Equipment 
• Travel and accommodations 
• Communication costs: alternate media, telephone, Internet and postage 
• Documentation 
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• Administrative costs: utilities, rent and administrative staff 
• Miscellaneous 

 
NOTE! Many funders will only fund direct administrative costs of the 
project, and not general office expenses. You must estimate the project 
time required by administrative personnel and other project costs, like 
copying and mailing. 
 
To develop your budget, consider the value of all the different inputs or resources 
used by the project, not just the costs you wish to have covered by the funder. 
Include the resources that your organization, your volunteers and other local 
donors will contribute. If there is no transfer of money, these are called “in-kind” 
contributions. Include them in your budget by calculating how much someone 
else would normally pay for the item or free hours of expertise. Below is example 
of a budget sent to French Embassy by People to People International, Lagos- 
Nigeria. 
 
EXAMPLE: Budget 

S/NO. 
ACTIVITIES/ITE
MS NO. FREQUENCY 

UNIT 
COST ($) 

TOTAL 
COST ($) 

FRENCH 
EMBASSY 
CONTRIBUTIO
N ($) 

PEOPLE TO 
PEOPLE 
CONTRIBUTI
ON ($) 

1 
Programme 
Cost             

  
Fellowship for 
trainees 25 12months 50 15,000 15,000   

  
Sensitization 
workshop 2 2 300 1,200 1,200   

  
Training 
equipment 20   300 6,000 6,000   

  Rental (Venue) 1 12 months 150 1,800 1,800   

  

Curriculum 
Manual 
Development        400 400   

  Sub-Total       24,400 24,400   

2 
Personnel 
Cost             

  Consultant 4 12 months 200 9,600 9,600   

  
Administrative 
personnel 5 12 months 150 9,000   9,000 

  Sub-Total       18,600 9,600 9,000 
3 Travel             

  Feeding 4 48 times 50 9,600 9,600   

  
Accommodatio
n 4 24 times 20 1,920 1,920   

  Transportation 4 24 times 10 960 960   
  Sub-Total       12,480 12,480   

4 
Administrative 
Cost             

  Internet   12 months 50 600   600 
  Telephone   12 months 45 540   540 
  Mailing   12 months 20 240   240 
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  Electricity   12 months 25 300   300 
  Miscellaneous    12 months 100 1,200   1,200 

  
Computer 
consumables       700   700 

  Sub-Total       3,580   3,580 

  
GRAND 
TOTAL       59,060 46,480 12,580 

 
 
 
NOTE! Under miscellaneous costs consider inflation and exchange rates. 
Because there can be delays of over a year before funds are received, rate 
changes can have a big impact on your financial situation. Budget the 
difference! 
 
Financial Management 
If finances are managed on an on-going basis, with ways of tracking all money 
coming in and going out, the financial management will not seem complicated 
at all. On the other hand, sometimes the actions of the most honest person in the 
world come into question when you just don’t know where the money went. It 
happens in households around the world; it also happens in organizations. Don’t 
let it happen to you! 
 
There are many steps you can take to always know where the money is (and not 
to run out). 

1. Appoint one person to be in charge of the checkbook and the 
bookkeeping. Make sure that person is aware of the budgeted limits for 
expenditures in each area of the budget (i.e. Communication, meeting 
space etc.) Therefore, she or he must also monitor and control the project 
expenditures of all other staff persons. 

2. If the project director is also the bookkeeper, have the treasurer take an 
active role in tracking the cash flow. The person involved directly with the 
cash should have a supervisor. 

3. Use only your organization’s bank account for receiving funds and for 
spending the money. Have two peoples’ signatures on every check. 
Sometimes an organization will have a third “signing authority” in case one 
of the regular two people is away. 

4. Track your expenses and receipts on a weekly and monthly basis. Use a 
receipt book for noting all payments. Enter these and the amounts of other 
payments into a ledger. When you receive your monthly statement from 
the bank, make sure that what you have noted in the ledger matches the 
report from the bank account. 

5. Have a certain amount of cash in the office, sometimes called “petty 
cash.” Be sure to track this money as “miscellaneous office costs” in your 
ledger, and keep receipts. 

6. For reporting purposes, note the official rate of exchange when you 
received your grant. Take note also of how that rate changed during the 
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period of the project. The loss of exchange is itself considered a project 
cost. Budget and report on your project in the currency of the funding 
agency’s country. 

7. For unforeseen costs, like exchange rate loss, budget a “contingency 
fund.” Budget approximately 10% of your total budget for the unknown. 

8. Budget for an auditor if possible. Sometimes it is not possible because of 
the expense. In that case, ask someone independent of your organization 
(possibly from an international NGO) to review your finances at the end of 
the year and guarantee that they are in order. 

 
In your project proposal, describe what steps you will take to manage the 
finances. Who will be responsible for the funds? Where will the funds be kept 
(provide full information of the bank)? How will the finances be monitored and 
reported? Do you have an outside auditor? 
 
NOTE! If your organization already has financial reports or balance sheets 
from previous years, send a copy of the most recent one to the funding 
agency together with the proposal.  
 
EXAMPLE: Financial Management 
JONAPWD has a part-time bookkeeper who will keep track of all finances. 
Expenditures will be made by cheque only with two signing authorities, including 
the Executive Director and the bookkeeper. The organization’s Treasurer is a 
third signing authority, who reviews the work of the bookkeeper and reports to 
the Board on financial matters. Our books are audited on an annual basis. 
JONAPWD has an account at First Bank Plc. Please see address below. (Include 
full Bank mailing address.) 
 
Management Structure 
Most organizations and groups automatically elect or appoint members to carry 
out key responsibilities. Some of these are the chairperson or president, vice 
president, treasurer and secretary. Possibly your organization also has one or 
more staff persons and a small secretariat. Possibly you have neither. Maybe 
you have a partner organization that is providing staff persons… Whatever the 
case, there should be at least two organizational levels: 
 
1. project team or staff 
2. supervisory structure, such as the board of directors 
 
As the role of the staff persons become more important in carrying out project 
plans, sometimes there is tension between staff and board. So it is important to 
know what kinds of tasks belong to each body. 
 
Major functions of the board or elected leadership 
1. Hire, fire, and evaluate the executive director 
2. Define the vision of the organization 
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3. Set policies 
4. Speak on behalf of the organization to government officials and in public 
places 
5. Have final responsibility (accountability) for the legal and financial operations 
of the organization 
 
Major functions of staff 
1. Executive director is in charge of hiring, firing and supervising other staff or 
volunteers 
2. Follow the priorities of the board in carrying out the organization’s 
Vision and policies 
3. Report to the board for guidance on work plan and policies 
4. Take charge of day-to-day operations including financial management. 
 
EXAMPLE: Management Structure 
 
JONAPWD will have sole ownership of the JONAPWD Orthopedic Shoe 
Manufacturer and Store. An advisory board made up of JONAPWD leadership 
(two-thirds) and members of the business community (one-third) will have the 
main supervisory role for enterprise and will report regularly to the JONAPWD 
board, as well as to the funder. A business manager will be hired. He or she will 
be in charge of day-to-day operations, including supervision of staff, purchases of 
materials, marketing and financial management. 
 
Some projects have an organizational and management structure that is far more 
complicated than this, including roles like project steering committee (created for 
the project), project advisory board, board of the organization, and several levels 
of staff functions. The more complicated the organization, the more necessary it 
is to make sure everyone knows who reports to whom and is responsible for 
what parts of the project. An organizational chart can help. 
 
In the same way a bookkeeper will keep track of the actual costs in comparison 
to the expected costs, someone must also keep track of the actual activities and 
outcomes in comparison to those set out in the project plan. At the end of the 
project, this is called an evaluation. But tracking should actually begin when the 
project begins. This is called monitoring. By constantly checking or monitoring 
progress, the project manager will know when something is not going right. Then 
she can tackle the problems before it’s too late. On one level, your work plan and 
time-line will tell you if you have completed the tasks you set out for yourself on 
time. However, even if you do everything you said you were going to do, you 
might not be getting any closer to meeting the original aims you set out for 
yourself. For this reason, another focus of tracking is on the expected results. 
(This is sometimes called “results-based management”). 
 
What are the expected results? Both your overall and immediate objectives will 
help you in writing your list. Ask yourself, if your aims (or “objectives” were 
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fulfilled, how would you be able to tell? What changes would have taken place? 
What would be the results? The following list is based on the sample objectives 
provided in this manual. 
 
EXAMPLE: Expected Results 
1. Twenty persons will be trained in bicycle repair and wheelchair construction. 
2. After six months, the shop will begin meeting its costs through sales. 
3. The shop will sell wheelchairs to local people with disabilities. 
4. More people with disabilities will participate in community and employment 
activities. 
 
Once you have decided what results you expect to see, tracking also requires a 
way of checking progress over time. Changes can sometimes be noted simply by 
counting (called “quantitative indicators”). Other times, the expected results are 
not so concrete, like changes in peoples’ attitudes and way of doing things 
(called “qualitative indicators”). So for each result, you have to consider a 
different indicator and method for noting changes, as well as target dates. A table 
or worksheet can be helpful in organizing your information. An example is shown 
below. 
 
EXAMPLE: Project Monitoring Interim Report, (Month 8) 
 
Expected 
outcome 

Indicator Method of 
Monitoring 

Outcome at 
Month 8 

20 persons 
trained by shop 

Number of 
persons with 
disabilities 
employed 

Counting trainees 
 

10 persons fully 
trained 
8 partially trained 
2 dropped out 
 

Profitability 
 

Customer revenue 
covers cost 

Monthly Book 
keeping 

Emergency 
repairs resulted in 
300 US Dollars 
deficit 
 

Access to 
affordable 
wheelchair 

Number of 
wheelchairs built 

Tracking 
 

10 wheelchairs 
built at x cost of 
construction and x 
cost to buyer 
 

Visibility of 
persons with 
disabilities 

Participation in 
other community 
activities 

Survey of trainees 
and wheelchair 
users reveals 
changes in life 
style 

All responded that 
there has been an 
increase in their 
community 
involvement. 
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Monitoring progress is key to doing an evaluation, in which you also measure 
the final results and review the whole project, including the objectives and the 
chosen activities. Why did some areas of the project go very well and others not? 
What would you do differently next time? Even though an evaluation occurs at 
the end of the project, what and how you will evaluate must be thought through at 
the beginning (see chapter10: monitoring and evaluation). 
 
To help you see the impact of your project, you may wish to:  
 
1. Carry out the same study or survey at the beginning and at the end of your 
project. By comparing numbers or attitudes, you will see if any changes occurred 
over the time period. 
2. Set out specific targets for your project, either in numbers of participants, level 
of production, income or other. Measure your success in part by your ability to 
meet the targets.  
 
Based on the information gathered, a final evaluation report should provide 
information on the strengths and weaknesses of the project. It should highlight 
the successes, but also describe how the same activity could be improved in the 
future. Evaluators from outside your organization will add objectivity and strength 
to your report. 
 
At the time of proposal writing, you need only to list the expected results and 
describe how you plan to monitor and evaluate progress. Include a table as 
before, omitting any information in the outcome column. 
 
EXAMPLE: Monitoring and Evaluation 
(JONAPWD Bicycle and Wheelchair Construction and Repair Shop) 
This project will be monitored and evaluated based on the expected results listed 
above. Indicators have been chosen which will provide signs of progress and 
methods identified for measurement. Please see the table above. Progress 
reports will be made to the funder every four months. 
 
As a part of the final evaluation, all participants will be asked to respond to a 
questionnaire asking them what they learned during the project. They will be 
asked, what were the highlights, what were the challenges, what they would 
suggest we do differently next time, and finally, how this project has affected their 
lives. This information will be used for a broader evaluation of how the project is 
meeting its overall objective, which is increased inclusion of disabled persons in 
society. An individual from outside the organization will assist with the final 
evaluation. 
 
Sustainability 
In the long term, the activity you are planning will no longer be supported by 
project funding. If it is successful, it is likely that it will not be thought of as a 
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“project” at all. Instead it will be included in the regular operations of your 
organization. Or, if it was a one-time training event, the event itself will be over, 
but the expected results (increased skill level of participants) will be carried 
forward to new personal or organizational development opportunities. This 
transition of the one or two-year project to regular community life is called 
“sustainability.” Funders always hope their contribution lasts beyond the life of 
the project, so they want to know what plans you have to make your project 
sustainable.  
 
Sustainability Checklist 
1. Organizational sustainability 

• Is the division of responsibilities between various organizations, groups 
and or individuals clear? 

• Have various stakeholders participated in planning, decision making and 
implementation? 

• Does the project respond to the interests and skills of the participants and 
other stakeholders? 

• Is the management plan good? 
 
2. Finances 

• Have the long-term running costs been considered? 
• Are there other possibilities for long-term financing? 

3. Technology 
• Are local technologies and equipment being used (e.g. wheelchair 

construction)? 
• Does the project build on existing local expertise? 
• Is there any training required and has it been included in the work plan? 

4. Risks 
• Are there organizations or individuals who would prefer that the project not 

be successful, and if so have any steps been taken to offset the threat? 
• Is there legislation that could negatively affect the success of the project? 

 
In your proposal, describe what steps you are taking to make sure your project 
will be sustainable. What are your long term plans for continuing the work beyond 
the life of the project? How will you use the results and resources developed by 
this project? From what other resources can you draw? 
 
EXAMPLE: Sustainability 
JONAPWD is an organization with a five-year history and strong connections to 
local government and business. This project is part of a broader 4-year plan of 
JONAPWD. The people who will be trained through this project (50% of whom 
will be women) are involved in the organization in many ways and are committed 
to sharing their skills in the future. JONAPWD’s finances are in good order, as 
can be seen in the attached audited report. JONAPWD receives funds from two 
different overseas funders, in addition to local fundraising events, business 
sponsors and membership fees. JONAPWD has evaluated potential risks this 
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project may face, both internal to the organization and external, and believes that 
the strong community support will ensure that both JONAPWD and the project 
are a success. 
 
Finalizing the Proposal 
Now that you know your project inside and out, this is the time to write the project 
summary. Most funders application form asks very specific questions all of which 
have been discussed, except your contact information. Limit the summary to 1-2 
pages. It includes: 

• Title of project 
• Start and end dates of the project 
• Organization – Name, contact person, address, email and telephone 
• Signatures and stamps, when asked 
• Project Leaders and Participants 
• Overall and Immediate Objectives 
• Major Project Activities 
• Total budget and amount requested of funder 

 
Project Review 
Before you send off the proposal, review it once more, at least! Ask some of the 
stakeholders who were involved in the planning meeting to give you their opinion. 
If possible, have the project reviewed by someone with experience in the area. 
Or, find someone with a business background to study the project plan and 
someone else to edit the writing. The aim is to have outsiders confirm that the 
project can be undertaken with the planned resources within the expected time 
frame. In your cover letter, be sure to let the funder know how you can most 
easily be contacted. Please double check that all names and addresses are 
accurate and spelled correctly, including that of the bank to which funds 
would eventually be transferred. If further information is requested by the 
funder, respond quickly. In this way you will already be convincing the funder that 
you will be a good partner… 
 
Aside from the actual proposal, it is helpful to make a list of all documents that 
are required by the funder. See the checklist on the first page of AAF. Use the 
list to ensure that you have not forgotten anything, or that you have provided an 
explanation in the cover letter why an item is not available. Funders require a 
Certificate of Registration of your organization (or an explanation why you are not 
registered), a previous annual report if one exists, and two reference forms to be 
completed independently of your organization.  
 
NOTE! Make sure your proposal looks professional and easy to read. Use 
short sentences, short paragraphs and lists. Be consistent in your page 
formatting. 
Best of luck! 
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WORD LIST 
Activity: action taken in a project to move from plans and objectives to results 
 
Beneficiaries: those who will benefit from the project, directly (the trainees for 
example) or indirectly (the families or businesses that also benefit from new 
skills) 
 
Budget: detailed breakdown of expected costs 
 
Contingency: money set aside for possible but still unknown expenses 
 
Criteria: bases on which decisions are made 
 
Cross-disability: involving a variety of disabilities: for instance, blind people, 
deaf people and people with mobility impairments working together all in one 
group 
 
Evaluation: a critical review of the project, including a measurement of the 
results. Evaluators consider what happened, why it happened that way, and what 
might be done differently next time. 
 
Focus group: gathering to get the opinions of a group of persons who share 
similar interests or experiences 
 
Guidelines: directions offered to ensure that the reader is aware of the specific 
information required 
 
Impact: the effect of the project 
 
Implementation: carrying out of the project plans or activity 
 
Indicators: signs that show that an objective or expected result has been fulfilled 
 
In-kind: budgetary term to describe goods, things or services that have been 
donated yet still have a financial value for the project 
 
Inputs: staff, volunteers, materials, space, administrative resources etc that are 
all being used for the project 
 
Integrate: include fully among others 
 
Interim report: one that is offered while the project is still underway 
 
Ledger: a notebook that is used by bookkeepers to keep track of money flowing 
in and out of a business 
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Monitoring: periodic checking of actual project progress versus expected 
progress 
 
Myths: common belief not based on truth 
 
Participatory project planning: a project planning process that involves 
persons affected, including in decision-making that will influence the design of 
the project 
 
Project: a planned activity designed to meet clearly defined objectives with 
described resource in a specific time period 
 
Resources: the personnel, materials, services, travel and other items needed for 
the project to take place 
 
Stakeholders: groups and organizations who have an interest in the project, 
even if they have reason to be concerned about or dislike it. The list might 
include other community organizations, government or city officials, business 
persons, or media. 
 
Stakeholder analysis: a study of who and how various interest groups will be 
affected by the project. 
 
Sustainability: long-term integration of the new project into the systems, 
institutions and community life of the targeted population group. 
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CHAPTER 4: PROJECT MANAGEMENT 
 
This chapter presents definitions of projects and the project cycle and then 
looks at why many community development projects prove to be less successful 
than anticipated. Methods and recommendations listed in this chapter were due 
to interview conducted in the course of preparing this guide. It goes on to provide 
some best practice guidance for project management. It looks at how NGOs 
can best assess community requests for support, emphasizing the importance of 
looking at these within the parameters of the strategic plan and annual team work 
plan. Some methods for assessing community needs and undertaking a 
community needs assessment are provided, with examples of tools for 
community research. Some advice is given about how to select the best tools for 
community research and how to set about planning, implementing and analysing 
the research results. Sometimes community research is used as a tool for 
project design, although this is not its only role. It can also be used in strategic 
planning and impact assessments. The second part of the chapter provides 
guidance on how to develop a concept paper for a project, how to identify 
potential funding sources and test the interest of potential funders.  
 
Strategic Plan and Project Management 
Some of the tools and exercises used in this chapter can be used to aid a 
strategic planning process. For example, part of the external environment 
analysis might include an in-depth needs assessment of a community needing 
assistance and support from the organization over the next three years. Other 
tools suggested below may also be relevant to strategic planning and to the 
systems for impact assessment or monitoring and evaluation (see chapter 10). 
These tools include: 

• networking with others 
• advocacy, or influencing policy 
• capacity building and training 
• institutional strengthening or organizational development 
• research 
• direct funding and grant-making to community based organizations. 

 
 
Interpreted broadly, the concept of a project embraces most, if not all, these 
strategic activities. It concerns the steps taken to translate an idea about helping 
communities to meet an identified need into practical actions (strategies or a 
project) that will substantially change people’s lives for the better. In the broadest 
sense of the term, ‘a project’ can be defined in terms of four general 
characteristics: 

• It has an output or set of outputs defined by an overall goal or strategic 
aim. 

• It is planned, implemented and evaluated over a clearly demarcated 
period of time. 
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• It has a pre-determined input of resources (financial or material and 
human). 

• It uses specific ways of working. 
 
Some projects do not involve any direct funding, but do demand considerable 
non-financial support, for example advice. For example, a small-scale voluntary 
project aims to help a school to organize a garbage collection day in order to 
protect the environment. It may require the voluntary inputs of teachers, pupils 
and parents and, possibly, the staff of a local NGO. Similarly, the time an NGO 
Project Officer spends helping a community group to organize itself through 
various capacity building initiatives does not require direct funding, but has costs 
in terms of staff time for the NGO. Many NGOs find that much of their day to day 
work involves this type of non-funding support because of the high premium 
placed on empowerment. At the other extreme are very large projects that 
require a large investment of funds, such as building a community primary school 
or a village health centre. Here an NGO may provide direct funds – often acting 
as an intermediary between the community and a larger funding agency – and 
other forms of advice and support to the community concerned. Some projects 
have outputs that are clearly visible and tangible, such as the rehabilitation of 
buildings or the construction of village roads. The outputs of other projects are 
often less straightforward. 
 
For example, the primary output of a project with small community groups 
organized by people living with HIV and AIDS to ensure more effective 
networking and communication is not as easy to demonstrate as a new building. 
A project to build the advocacy capacities of organizations working to advance 
the human rights of women so that they can influence the introduction of new 
legislation on women’s rights to land (the eventual outcome) has less tangible 
outputs than the repair of community water pumps. 
 
The impact of projects that have more tangible outputs and outcomes is much 
easier to evaluate than the impact of projects which aim to change the way 
people behave, think and believe. However, it is possible to define impact 
indicators or indicators of achievement for most projects, even the least 
apparently tangible. 
 
 
 
 
What is a project cycle? 
A project cycle can be shown as a complete circle with learning at its centre. 
Lessons can be learnt from both the successes and failures. The box below 
suggests some principles of project management guided by a participatory 
approach. 
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A Participatory Approach 

• Project design involves the community, rather than being something an 
NGO staff member does in the office. 

• Project monitoring and evaluation are guided first and foremost by 
listening to clients or beneficiaries. 

• Significant project decisions are made with the participation of the target 
group and beneficiaries, and are based on consensus. 

• A key component of any project is changes in attitudes and behaviour in 
the name of sustainable long term change. 

 
Strategies and projects 
Increasingly organizations have found that the positive impact of their work in 
changing people’s lives is enhanced if programmes include a combination of 
different strategies. Hence the emphasis nowadays is less on ‘projects’ than on 
strategies to help communities achieve their aspirations. 
 
For example, NGO support to a community wishing to develop its water 
resources might include, for example, a combination of capacity building and 
training for a community based organization in basic organizational skills and 
small-scale dam rehabilitation; small-scale funding for safer drinking water; and 
support to community activists advocating increased government spending on 
water development in a particular locality. It is generally believed that such a 
combination of activities results in greater sustainability and reduced 
dependence, as well as having greater long term impact on the lives of more 
people than project funding alone. The basic assumption made by the 

Implementation 

Review and 
Evaluation 

LEARNING Project design 
and preparation 

Community 
consultations, 
identification of needs 
and assessment
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Somaliland Capacity Building Caucus (CBC), for example, is that reaching 
development goals means that people become involved in their own 
development. The organization, therefore, will ‘help people to shape their own 
lives’. If an organization is operating at a national or regional level, much of its 
programme may consist of making grants to other organizations that, as a result 
of this support, become partner organizations: they provide a way of 
channeling financial and other support to the target groups or ultimate 
beneficiaries at a more localised, community level. However, some organizations 
make a strategic decision to work directly at community level with the target 
group or beneficiaries. A key question to ask is always: How can an NGO best 
reach the target groups it has identified at community level that are in greatest 
need of support? 
 
Sometimes embryonic or developing community based organizations (CBOs) 
exist with which an NGO can work. Often, however, NGOs must start community 
level development virtually from scratch, with activities to support members of a 
community to develop their own organizational structures and their own 
development initiatives. An NGO may work primarily through partner 
organizations, or directly with community groups and other structures, or 
combine the two approaches. But however it works, the support it provides to a 
community should generally include a combination of strategies. 
 
WHY PROJECTS FAIL 

• Not enough time is spent on preparation and reflection before starting 
work. NGOs rush into projects without good planning. 

• There are problems with logistics: not enough money, not enough time, 
the Project Manager gets sick, etc. 

• The NGO has not developed the skills of project design and management, 
which require learning and practice. 

• NGOs are inconsistent in the methods they use. 
 
Some NGOs see projects as opportunities to secure funding; others see them as 
a vehicle for change. But few take the time to work out a carefully planned project 
with the target group before it is implemented. Logistical problems are usually 
related to poor planning. 
 
For example, an NGO puts together a budget very quickly and then realises that 
there is not enough money for the necessary supplies. Or insufficient time is 
budgeted to implement all the planned capacity building activities. Most logistical 
problems can be prevented by better planning.  
 
Learning from experience is one of the most important success factors. In 
addition, training in programme management skills can be very helpful and 
should therefore not be limited to one or two people in an organization. If only a 
few people can participate in training events, it is important that they share their 
learning with others. Sometimes the cause of a problem may have been clearly 
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identified, but the project does not deliver because the method used is 
inappropriate. 
 
Why Do Some Projects Have Little Impact? 
About 80 per cent of development projects fail before or after they are completed. 
This means that development workers must think seriously about what works 
best and what works less well. There are many reasons why development 
projects are less successful than they might otherwise be. Some of the most 
important are presented below. 
 
RECOMMENDED PRINCIPLES 
1. Use a participatory strategy 

• Approve a governing document that will define roles and responsibilities. 
• Adopt a management style that supports people. 
• Plan how the beneficiaries will measure the NGO’s effectiveness. 
 

2. Design the project to be sustainable 
• Set indicators. 
• Involve community members in project implementation. 
• Secure funding for the entire project. 

 
3. Build on community and participants’ contributions 

• Solicit community contributions. 
• Ensure that income generated from the project is used to develop the 

project further. 
 
4. Be transparent and accountable 

• Approve and implement financial and administrative policies and 
procedures. 

• Prepare financial reports and share them with funding agencies and 
beneficiaries. 

• Conduct both internal and external audits. 
 
5. Build partnerships through cooperative, participative and open 

approaches 
• Practice working in partnership. 
• Collaborate with other key actors. 
• Establish strong formal and informal links with the target community. 

 
 
Issue on How to tackle constraints on a participatory approach to 
community development and project management 
 
Problems with funding agencies 

• Mandate often limited to specific objectives, areas, or target groups. 
• Different values. 
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• Funding limited, short term, or allocated to specific areas. 
• Insufficient flexibility to meet different needs. 

 
Relations with funding agencies 

• Reduce dependence through: 
o local fundraising 
o raising money through income generation activities 
o community contributions in cash or kind to projects. 

 
• Talk in a constructive way, avoid confrontation. 

 
Problems with local organizations (NGOs and CBOs) 

• Members serve individual interests. 
• NGOs do not use participatory methods. 
• NGOs are not transparent. 
• Organizations lack training and capacity in project management skills. 
• Mandates are limited to specific objectives, areas, and target groups. 

 
Relations with NGOs and CBOs 

• Be flexible and patient; listen, and communicate with different members of 
the community. 

• Persuade those involved in the project that dialogue is important. 
 
Problems with the community 

• Influential members (elders, police, and local authorities) seek to advance 
their own interests. 

• Other members are in the ‘back seat’, but this does not mean that they are 
not ready to support good initiatives. 

 
Relations with the community 

• Learn to recognise potential activists. 
• Avoid problem-makers. 
• Trust and use relevant experience and skills. 
• Look for resources in a group, place or situation. 
• Do not focus on problems: look for solutions. 

 
 
CONSTRAINTS ON PARTICIPATORY APPROACHES 
 
Needs Assessment 
If a local NGO provides either grants or capacity building support for community 
development initiatives, it will inevitably receive numerous requests. How can 
these be assessed? The starting point is the strategic plan and annual team work 
plan. Although strategic planning is a continuous, rolling process amenable to 
annual updating and has some built in flexibility, ALL programme activities must 
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fall within its parameters. Inevitably, unexpected requests for support, in the form 
of a small grant, capacity building, advice or other inputs, will be received. 
However, the basic best practice rule is that only requests that fall within the 
parameters of the strategic plan and can be accommodated in the annual team 
work plan are considered, however worthy or interesting other requests may be. 
 
Hence when requests for support that requires the time of a member of staff are 
received, the following three questions must ALL be answered in the affirmative: 

• Does the request for support fall into an area covered by the aims of 
strategic plan and the strategies that the organization is adopting to meet 
them? 

• Can the support requested be accommodated within the annual team 
work plan, even if it has not been planned for? Can the request be met 
adequately by incorporating the necessary activities into the individual 
work plans and objectives of staff members? 

 
If the answer to any of these questions is ‘no’ or ‘unsure’, then it is best to decline 
the request for support or assistance and if possible recommend another 
organization that might be able to help. Many development and humanitarian 
organizations find it very difficult to learn to say ‘no’, but the overall positive 
impact that can be achieved through sound focus and clear direction should not 
be compromised by the desire to help everyone. It might be difficult to assist a 
particular community to meet its desired goals immediately. In some cases a 
further opportunity may arise to reconsider the request when the strategic plan is 
reviewed and a new annual team work plan is developed for the year ahead. If a 
community request for development support appears to warrant further 
consideration, the next question is how best to assess it further. 
 
The five steps recommended below is to assist understanding of the needs a 
community may have: 

1. Identify a problem situation (using needs assessment tools and 
techniques). 

2. Check with stakeholders to see if they think it is a problem. 
3. Consider every angle of the situation. 
4. Establish a cause and effect relationship between the various issues. 
5. Make a problem and objective tree. 

 
Most communities can identify hundreds of problems or issues. The key thing is 
to prioritise these. Regardless of who is conducting the research – activists in the 
community or the staff of an NGO – the following principles are recommended 
when undertaking any form of research at community level. 
 
 
TEN KEY QUESTIONS 

1. Is the project, planned activity or strategy addressing an unmet need in 
the community? 
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2. What will be the likely impact of addressing this unmet need? 
3. What type of support is the community looking for from the organization? 
4. What contribution, if any, will community members themselves make (for 

example, labour for the rehabilitation of a community well)? 
5. Where did the idea come from or start? Was it the idea of a group of 

community members or of a single individual? Does the idea have broad 
based support and agreement within the community? 

6. Who will the direct beneficiaries be? Are women and other marginalised 
people included or involved? 

7. What will be the likely environmental impact? 
8. How will gender relations be influenced? 
9. What will happen when the organization stops providing financial and 

other support? Will the community be able to continue or develop the 
activities? 

10. What level of organization exists in the community to assure effective 
implementation and management of the project, or activities planned? 

 
Principles of Community Research 
 

• Respect: Always be respectful to the community and its members. 
• Simplicity: Be simple and direct in conducting the research. 
• Feedback: If using a participatory approach, give feedback to the 

community on the results of the research. Listen to comments and adapt 
the approach as necessary and appropriate. 

• Expectations: Be extremely careful about raising expectations while 
conducting research. Do not make false promises. 

 
 
Some Tools For A Community Needs Assessment 
A needs assessment helps the NGO to understand a community better. It can 
help to identify what the major areas of unmet need are and determine the best 
strategies to address them. 
There are many ways to conduct a needs assessment, including: 

• Community mapping. Community members make a map of their 
community that identifies the resources available in it. This can be used to 
start a discussion about existing resources and gaps. 

• Pair-wise ranking. Community members brainstorm to compile a list of 
needs and compare each need to the others on the list to get a better 
understanding of which needs are the greatest. It is best if several groups 
with different interests, such as elderly women, farmers and young men, 
do the ranking separately and compare results. 

• Success ranking. Community members list their needs and rank these 
from most urgent to least necessary. 

• Group discussion is a good way to air and share ideas. In some 
situations, however, discussions can be dominated by certain individuals. 
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They thus require careful management if they are to provide an 
opportunity for all to express their opinions. 

• Seasonal calendars. Community members identify what happens at 
different times of the year using an annual calendar. Some points that may 
be raised are the times of year when it normally rains (and resulting lower 
or higher prices), influxes of nomads, increases in certain illnesses, 
availability or scarcity of certain goods, etc. 

• Historical profiles. A historical timeline of someone’s life may show how 
the overall environment, and community priorities and concerns, have 
changed over a generation or more. This can be done by an elder who 
maps out her life with respect to certain issues (for example education: 
what schools were there in the village when she was born, which children 
attended school, etc) and records it on a timeline. Others can then 
contribute their ideas or fill in any gaps. 

• Case studies. A case study (of a village, a person, or an event) can 
illustrate priorities, concerns and what happens in various situations. Ask 
people to either explain what happened or to role-play what occurred in 
the case you are studying. 

• Problem trees. The roots and the fruits of the problems as perceived by 
the community can be plotted as a tree diagram. 

• Focus group. Prepare a set of guiding questions and invite various 
representatives of the community to a discussion. 

•  Questionnaire. Discuss a list of written questions with different members 
of the community. 

• Semi-structured individual interviews. Ask several people from the 
community what they think the community’s needs are. 

• SWOT analysis. Ask the constituency to identify its own strengths, 
weaknesses, opportunities and constraints. 

 
Any of these tools can be combined with informal observation. Remember, 
when collecting information, to separate facts from opinions. Ask people for their 
opinions, but also ask them to support these with facts. 
 
EXAMPLE: VILLAGE SKETCH MAP 
This tool is considered one of the best and easiest participatory tools to identify 
and analyse community needs. The sketch map is a way to encourage residents 
to talk to each other and share their experiences and stories about the 
community’s accomplishments and needs. 
This tool can achieve the following objectives: 

• Open a development dialogue within the community and between the 
community and assessment team. 

• Announce to the community that there is an opportunity to tell outsiders 
something worthwhile about their accomplishments as well as their needs. 

• Begin building a database to help community groups rank their problems 
and consider solutions that they can undertake themselves. 
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A good way to start a community based needs assessment is for the community 
to draw a sketch map that will locate the village’s development successes, 
failures and continuing problems. It may be helpful to have two or three groups 
each doing their own map: perhaps men, women, and young people or some 
similar arrangement. Groups can draw their maps on the ground, build three-
dimensional models or simply draw them on paper. At the end of the exercise, 
one person should be charged with making a good copy of the map on flipchart 
paper or reporting back to the community later. 
 
Example: Village History 
This tool is a list of events that happened in one village over a certain period of 
time. The goal is to retrieve important events in the life of the village. The tool is 
useful for three reasons: 

• It tells the assessment group about important events in the village’s 
history. 

• It allows the villagers to exchange views on which events they think were 
most influential in their past. 

• It informs the community’s younger generation about events which they 
may not know about. 

 
Assemble as many of the older men and women in the village as possible and 
ask them to reconstruct what they think are most important events in the life of 
the village. It may be helpful to divide them into smaller groups to allow each 
group to select one particular important event and discuss it separately. At the 
end of the exercise, one facilitator should be assigned to write the final 
community history on flipchart paper and report back to the community later for 
their feedback. 
 
Example: Meeting with Target Beneficiaries 
Direct contact with specific groups within the community can yield useful 
information. 
Meeting with target beneficiaries can help researchers: 

• to listen to the ideas or problems from the perspective of particular people 
in the community 

• to present specific programme objectives to potential target groups in the 
village to avoid raising expectations and conflicts from people in the 
community who do not belong to the target groups. 

 
This method can be used with potential target beneficiaries to discuss their 
needs and ways to address them. A facilitator of the group should record (for 
example, on flipchart paper) the main points agreed during the meeting, then 
present these at the end of the meeting. 
 
Example: A Problem Tree 
One format for summarizing community discussions is a problem tree. Arrange 
the problem, its causes and effects in the format of a tree. The causes are the 
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roots of the tree, the problem is the trunk, and the effects are the leaves of the 
tree. The exercise is very easy to do, and can be used to summarize and analyse 
information from the community. 
The problem tree reminds us that the causes of a problem are rarely visible. Most 
of what we see is the effect of the problem. 
 
Example: Focus Group Discussions 
This is a formal but unstructured participatory method of collecting data. Focus 
groups use a set of prepared questions to guide discussion among selected 
representatives of the community. Using a focus group discussion will achieve 
the following: 

• Discussion of a particular topic or issue in the community 
• Use of the vast knowledge and experience already available in the 

community that relates to the topic under discussion  
• Better understanding of the different views that may exist among different 

groups about the causes of or solution to a particular problem. 
 
A focus group discussion in the village usually has between six and 10 
participants who do not represent one particular group. They are selected 
because they have certain characteristics in common that relate to the topic 
under discussion. Focus group members are invited to discuss and share their 
ideas. Group discussions can be organized at different times with similar types of 
participants to identify trends and patterns in perceptions. 
Some important points to remember for planning a focus group in the community 
are: 

• Participants must know something about the topic under discussion. 
• The number of participants should be between six and 10. 
• The group interview should be semi-structured. 
• The discussion must be participatory. The questions must be open ended. 
• Answers from the group must represent a consensus or different opinions, 

not facts or specific data. 
 
Example: Key Informant Interview 
The staff employed by the implementing organization may meet their target 
beneficiaries on a daily basis. They have a good feel for what problems exist in 
the village and how the community feels about those problems. The major 
purpose of contacting key informants is to: 

• Get first-hand information from the community 
• Hear informants’ ideas, based on their own experiences of working with a 

community, about how programmes could be developed to meet their 
needs more effectively. Interview an expert (community leader, 
government official, health worker, religious leader, schoolteacher, etc) 
who is related to the target community, but not a direct beneficiary, to help 
identify needs and solutions. 
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Try also to identify project stakeholders and involve them in a brainstorming 
session where they can identify and discuss all aspects of the problems. Look at 
all the community issues discussed and define the specific problems. Compare 
current activities with desired activities to see what type of project can solve the 
problem identified. 
 
 
Example Of Technical Research Tool For Needs Assessment 
Research usually means trying to develop new knowledge and ideas to solve a 
particular problem. The most common types of research used in community 
development work include: 

• Survey. A survey collects information by looking at several different cases 
(people, places, dates). A questionnaire is usually used to do a survey. 

• Rapid Rural Appraisal (RRA). Developed in the 1980s, RRA is a 
collection of research methods used by a team of local and/or external 
researchers. RRA includes, but is not limited to, informal observation, 
individual interviews, group interviews, surveys, ranking exercise, role 
play, community mapping, sketch maps and calendars. 

• Participatory Rural Appraisal (PRA). Developed in the 1990s, PRA is a 
collection of research methods used for and by the community. It includes 
RRA methods as well as some additional techniques and tools. 

• Participatory Learning Approach (PLA). A British method developed in 
the mid-1990s, PLA uses group learning (without a formal division into 
students and teachers) to assess a problem or develop a solution. 

 
Asking the Right Questions 
When designing questions for a focus group discussion, or any other dialogue 
where getting the right information is important, bear the following points in mind. 
 
Asking Questions 

• Make sure that the questions on the same topic are grouped together. For 
example, do not put questions about what marketing skills the participants 
have in the middle of a set of questions about social needs. 

• Check that the questions are not overly repetitive. 
• Keep the questions simple. Do not put too much information in each 

question. If it seems too big, then break it down into several questions. For 
example instead of: ‘What literacy and numeracy training have you had?’ 
ask: ‘What literacy training have you had?’ This way, the group can 
discuss each part of the question separately. 

• Avoid vague questions and questions that can mean different things to 
different people. For example, ‘Are you healthy?’ is a difficult question to 
evaluate because people have different standards of what healthy means. 
Also, it is vague. Health can refer to nutrition, diseases, personal habits, 
preventive health care, etc. Instead, ask: ‘Have you been out of work sick 
in the last year?’ 
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• Do not make assumptions about what answers people will give when 
designing questions. For example, if you planned to ask ‘What income 
generating projects would interest you the most?’ and to follow this with 
‘What training have you had in soap making?’ you would be assuming that 
the respondent was interested in soap making. 

• Try to establish a good flow of questions. Put the questions on a related 
topic together. Put questions of the same style (such as true/false, yes/no 
questions) together. Put questions on one idea together, followed by a 
summary question for that idea. 

• Review the questions when you are finished and check that they cover all 
the topics you need to research. 

 
Supplementary Information 
Other resources may help to supplement information provided by the target 
group or community. This may be especially important when collecting technical 
information. 
 
Other Information Sources and Resources 
Contacts 
• Line Ministries 
• Ministry of National Planning and Coordination 
• Municipality 
• Community leaders 
• Consultants 
• Umbrella organizations 
 
Documentary resources 
• Reports from other NGOs who have done similar projects 
• Government reports and data 
• Newspapers 
• Technical books 
• Old project proposals, successful and unsuccessful 
• Workshop reports and materials 
 
Planning Community Research 
Some of the techniques for community research are low cost and time efficient. 
Some are expensive and time consuming. Each has its advantages and 
disadvantages, and it is important to select the right technique and tools for each 
situation. When choosing the most appropriate tools and techniques: 

• Use participatory methods of fieldwork and research wherever possible, to 
encourage community participation. 

•  Involve the beneficiaries in the data collection process: they know more 
about their own needs than any outsider. 

• Use different tools and methods together to generate different types of 
information and perspectives. 
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The CBC encourages participatory methodologies and tools because these 
are more likely to lead to sustainable, community-based initiatives. These 
approaches are built on community involvement, participation and listening to all 
community members, in less formal and structured ways. However, some 
situations demand more quantitative information or statistics. The tools chosen 
will depend largely on the type of information that is being sought and the 
purpose of collecting it. It is helpful to consider the questions in the box below. 
 
ISSUES TO CONSIDER WHEN SELECTING TOOLS 
What information is needed and who is likely to have it? 

• List key questions to ask. 
• List key people to consult. 

 
What resources are available? 

• Look at the resources (human, financial, material) available to the 
organization and the community or target group (refer back to the strategic 
plan). 

• Refer to the annual team work plan and individual staff work plans and 
objectives. 

 
What methods would be most suitable for gathering the information 
required with the resources available? 

• Consider how much statistical data, if any, is needed. 
• Assess different tools and methods in terms of their costs (money and 

time) and benefits. 
 
To use any tool practically in the field, the organization needs to choose those 
that best fit local circumstances and the research objectives (the information 
required). Tools can be tested and then modified as necessary. Sometimes 
training in the use of a particular tool is helpful, but in most cases using and 
refining them in practice works best. Once the most appropriate research tools 
have been selected, it is a good idea to test them and then adapt them as 
necessary to fit the specific conditions of the community. Community research is 
about working with a community, and any interaction with the community must be 
positive and respectful. Both the cost and the timeframe of the fieldwork will 
depend on the tools and techniques that are being used. Bear in mind that no 
research is ever completely objective. The methods and tools selected will carry 
some bias. Bias can be introduced: 

• when research tools are designed: who is asked, where they live, when 
a survey is conducted 

• during the fieldwork: improperly calibrated measuring equipment, 
attitudes of the researcher, illogical translation of questions 

• in data analysis: different tests carried out on the same data, variables 
classified in different ways. 
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It is particularly difficult to avoid bias when using qualitative methods. It is 
therefore important to recognize the perspectives of all key players, and the 
potential bias of both researchers and the community. Based on the information 
in this section, make a plan for collecting data on the needs of a target group and 
then implement it. 
 
Planning And Implementing Community Research 

• What tools will be used to find out what the community or target group 
needs? 

• How will these tools be used? (Who will do what: introduce the tool, 
facilitate the discussion, take notes, etc. When will the activities take place 
and where?) 

• Once the data collection is finished, invite people to summarize and 
prioritise needs to see if there is consensus about these. 

• Answer the following questions together: 
o Which people from the NGO participated in the data collection? 
o Which people from the community or target group participated n the 

data collection? 
o What were the needs that the target group identified? 
o What was the main need that the community wants help with? 
o What are the community’s own resources? 
o What solutions did the target group identify? 

 
How to Analyse Research Findings 
Once the fieldwork is complete, the findings of the research need to be analysed. 
Data analysis involves interpreting the information collected and transforming it 
into useful facts, figures and observations that can be used to design a project or 
strategy. If the data collected is not analysed there will be much information, but 
no strong conclusions on which to base actions. How the data is analysed will 
depend on the type of information collected. 
 
SEVEN MOST COMMON METHODS OF STATISTICAL DATA ANALYSIS 
• Average (mean and median) 
• Percentages (ratios) 
• Frequency tables 
• Percentiles 
• Standard deviation 
• Grouped data 
• Difference of spread (range, inter-quartile range) 
 
Data analysis for information collected using qualitative methods of research is 
less straightforward. Analysis of data collected from informal observations and 
discussion groups, for example, requires analysis of any notes taken, and a 
summary of the main points and their relationship to the issue that a community 
is trying to tackle. The analysis of qualitative information is often more illustrative 
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of an issue, providing concrete examples, anecdotes, and insights into social and 
other relationships. 
 
Transforming Qualitative Data into Action 
 
1. Prioritising or ranking 

• Members of a community brainstorm to list and prioritise their needs. 
• The discussion can take place in several groups representing different 

interests, such as elderly women, farmers and young men, who rank 
needs and compare results. 

• This process will enable members of the community to rank their needs 
from most urgent to least necessary. 

 
2. Filtering 

• Not all priority needs and ideas collected from the community necessarily 
imply a role for the organization. This tool can help programme staff 
examine different needs and ideas. 

• The purpose is to look at needs and ideas from the community to see if 
they fit with the organization’s mission, goals and objectives. 

 
3. Transforming 

• The needs and ideas suggested by the community need to be transformed 
into concrete concepts. 

• The concepts should be simple to communicate so that everyone in the 
community understands them. 

 
4. Processing 

• After selecting a project concept in agreement with the target community, 
the implementing organization should translate it into a meaningful 
(practical) form. 

• The purpose is to specify the components needed for the project and to 
define the process of project design. 

 
5. Finalising 

• This is used as a follow-up to check with the community if the detailed 
project concept can be improved before the project design is completed. 

• It should include a risk/benefit analysis, to identify the risks and benefits 
that may arise from implementing the proposed project, in order to reduce 
risks and maximize benefits. 

• The implementing organization should also carry out a cost evaluation to 
eliminate any costs that will not contribute to the realization of the project 
objectives. 
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CHAPTER 5: ORGANIZATIONAL OFFICE ADMINISTRATION 
 
This chapter provides advice and guidance on how to ensure a solid 
administrative base for the organization. Without this, chaos and disorder are 
almost guaranteed. In addition to communicating with the public outside the 
office (see Chapter 8: Publicity and Fundraising), members of the public 
communicate directly with the office through visits, telephone calls and 
correspondence. The chapter provides guidance on how to make visitors feel 
welcome and how to establish an appointments system and a telephone 
message system. It gives some tips for sending and receiving letters, and advice 
on how staff can best communicate internally through memos and office 
meetings. 
 
One of the most important administrative systems to establish and maintain is an 
efficient filing system. The chapter gives detailed advice about how to do this. It 
also provides guidelines on what to look for when undertaking an administrative 
audit. All organizations collect paper resources in the shape of books and 
documents. Many NGOs will want to establish a resource centre where they 
can keep these resources in an orderly manner and make them accessible to 
staff and others. The chapter gives detailed advice on how to manage paper 
resources and a resource centre itself. 
 
ORGANIZATIONAL STRUCTURE CHART 
An organizational structure chart is a diagram that represents an organization, 
identifying its employees and departments and their relationships to each other. 
Chapter 2 (Constituting a Governing board) provides an example of a structure 
chart for a governing body. Some organizations will want to develop a similar 
chart to show office arrangements and lines of authority and responsibility. 
Reasons for developing an organizational structure chart include the six points 
presented below. 
 
RELEVANCE OF AN ORGANIZATIONAL STRUCTURE CHART 

• It clarifies the lines of authority and how work is shared within the 
organization. 

• Employees feel part of the NGO when they see themselves on the chart. 
• It shows outsiders how the NGO is structured and its main areas of work. 
• It shows the different departments and the number of staff. 
• It makes the delegation of responsibilities easier. 
• A good structure should help the NGO reach its objectives. 

 
It helps to involve staff when developing the chart so that they understand the 
organization’s lines of authority and decision making. Once a chart has been 
developed the governing body should approve it. A good organizational structure 
chart is well defined so that work is delegated and shared and lines of authority, 
responsibility, and reporting relationships are clear. An organizational structure 
chart should be adapted to the context, particular goals, and habits of teamwork 
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in the specific organization. There is no best structure: the best structure for one 
NGO may be very different from the best one for another. 
 
The questions below may be useful when discussing the structure of the 
organization. Subsequent boxes give advice on writing up a chart. 
 
EXERCISE: SOME KEY QUESTIONS ABOUT STRUCTURE 

• What rules are there for the discussion of issues and decision making? 
• What kind of membership policy is needed? 
• What role will different individuals (staff, partner organizations) play in 

decision making? 
• Who is involved in what decisions, and how? 
• How will decision making be structured in the organization? What kind of 

hierarchy or system will there be? 
• What type of organizational structure can best help achieve the 

organization’s goals and mission? 
• How can the vision and mission statement be implemented through the 

organizational structure? 
 
 
 
EXERCISE: WRITING UP A CHART 
Consider what information an organizational structure chart could contain. It may 
include some or all of the following: 

• the name of the organization 
• the date the chart was compiled 
• the lines of authority within the organization 
• the names of departments 
• the names of projects 
• employees’ names, job titles and possibly photos. 

 
CHECKLIST: ORGANIZATIONAL STRUCTURE CHARTS 
Once the chart has been drawn up, check for the following: 

• consistency: include all names and/or job titles. 
• clarity: distinguish job titles from departments or sub-teams clearly. 
• completeness: do not forget the organization’s members, volunteers, and 

part-time staff. 
• update: as and when necessary, and decide who should be responsible 

for doing this. 
• place: think about where to place the chart (e.g. as a poster in reception). 
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Example of an Organizational chart 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
OFFICE COMMUNICATIONS 
People outside the organization communicate with the office in three main ways: 

• They visit the office. 
• They telephone the office. 
• They write a letter (or send an email) to the office. 

 
This section present some tips for the efficient management of these three types 
of communication. 
 
How to manage office visitors 
The very nature of NGO work means that the office should be accessible, 
particularly to the beneficiaries and client groups. Members of the public will also 
want to visit the office to find out more about the organization’s work and to offer 
or seek assistance. Sometimes government officials or representatives of other 
NGOs or international funding agencies will also come to the office for meetings. 
It is important that their first impressions of the office are positive. 
 
 

Board of Directors

Senior Programme 
Officer 

Executive Director 

Advocacy 
Officer 

Accountant Office 
Manager 

Finance 
Officer 

Cashier Gender 
Officer 

Driver 

Administrator 

Receptionist 
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TIPS FOR MAKING VISITORS FEEL WELCOME 
• Install a signboard outside the office with the organization’s name, office 

hours and contact details, so that visitors will know what the organization 
is and how to make contact with it. Some offices with fewer staff 
distinguish between ‘office hours’ and ‘visiting hours’, to reduce the 
demands that too many visitors can place on staff. 

• Make a sign giving directions to the main entrance and reception area. 
• Label the offices of individuals with the person’s name and job title so that 

visitors can find the office that reception staff direct them to. 
• Set up a reception area with at least two chairs and a small table. 
• Put the organization’s brochure and annual report on the table for visitors 

to read while they are waiting. 
• Keep an appointments book that shows when visitors are expected. 

Wherever possible make appointments for visitors to discourage 
unexpected visits. 

• Design any noticeboards (vehicle control board, meeting board, etc.) 
nicely so that they make the office look more attractive. 

• You may want to hang a display board showing the organization’s current 
activities. This could include photos (with captions) of staff or partners at 
work, workshops they have attended, and visitors to the office. 

• Display the organizational structure chart, mission statement and strategic 
plan if you have them. 

• Make sure that the reception area, however small it may be, is always 
clean and tidy. 

• Take any steps necessary to make the office accessible to disabled 
people. 

 
To ensure that the daily work of staff at the office is not endlessly interrupted by 
unanticipated visitors, it is advisable to establish an appointments system. Of 
course visitors will come to the office unexpectedly from time to time, but an 
appointments system will ensure that most visits are planned in advance for the 
benefit of both staff and the visitors themselves. Below contains some tips for 
setting up an appointments system. 
 
 
SETTING UP AN APPOINTMENTS SYSTEM 

• Ask visitors to make an appointment in advance so that the necessary 
people are available to meet with them. 

• Have some background information about the organization and its work 
available to either give or show to the visitor, such as an organizational 
profile, the structure chart, annual report, and a list of completed projects. 

• Ask the visitor to sign the visitors book and state his or her name, job title, 
address, telephone or fax number, email address, and organization. 

• Collect any information that the visitor gives the organization and file it for 
future reference. 

• Prepare for an informal office tour and visit to project sites if requested. 
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• Follow up the visit with a letter or phone call. This is extremely important. 
 
BOOKS AND FORMS 
Telephone messages 
Whenever a person calls for someone who is not in the office, the Administrator 
(or Secretary, if the office has one) should write down the name of the person 
who called, his or her telephone number, the time and date of the call, and any 
message. The person who took the message should also sign her name. 
 
TELEPHONE MESSAGE FORM 
For: ____________________________________________________________ 
 
Mr/Mrs/Miss ____________________________________________________ 
called you 
at ________________ am/pm on ______________________________ [date] 

 
 
 Please call back. Telephone number:_____________________ 
 Will call you later. 
 Will visit you. 
 
Left a message for you: 

 
 
 
Prepared by: 
Name: __________________________________________________ 
Signature:_______________________________________________ 
Job title: ________________________________________________ 
 
 
 
Appointments book 
The appointments book can be a diary or any other calendar that is used only to 
record appointments. The Administrator or the Secretary should record all the 
appointments and remind people about them closer to the time. 
 
Visitor’s book 
The visitor’s book can be a blank book. In it, visitors should sign their name, their 
organization’s name, address, telephone number, fax number, email address, 
and the date of their visit. Some visitors will just give a business card: the 
Administrator can attach that to the book instead. The Administrator can also 
write down later with whom that person met, and what was discussed. If the 
organization uses a computer, the Administrator can put the visitor’s information 
in a database or spreadsheet so that the organization can keep a contact 
address list. 
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How to manage telephone calls 
In addition to visitors, a large number of people are likely to be making telephone 
calls to the office. It is therefore important to think carefully about how best to 
manage these calls. The tips below suggest how you can mange phone calls in 
your office. 
 
MANAGING TELEPHONE CALLS 

• Some organizations employ a receptionist, but if you do not have the 
resources for this make sure that there is a rota of staff responsible for 
answering the phone. 

• Answer the telephone by identifying the organization. For example: ‘Good 
morning, this is the X office. How may I help you?’ or ‘Hello, this is the X 
office. How may I help you?’ 

• If the person the caller wants to speak to is in the office, ask the caller his 
or her name, and then look for that person. If the person is busy, ask if she 
wants to speak to the caller. If not, take a message. If the caller will not 
give his name, then tell him that the person he wants to speak to is not 
available. Often callers who do not want to give their names are not 
making work-related telephone calls. 

• If the person the caller wants to speak to is not available, tell the caller 
that. Then tell him or her your name and job title, and ask if you can help 
with anything. If not, ask the caller to leave a message. Fill out a 
telephone message form and include the caller’s name, who the message 
is for, the time and date of the call, the message itself, the caller’s 
telephone number, and the name of the person who took the message. 
When someone leaves a telephone message: 

• After taking the message, consider if it requires action or if it should just be 
passed on. 

• If the message should be passed on, write it down, put it on the desk or 
pigeonhole of the person it is for, and then follow up to make sure that this 
person receives it. 

 
Although there will always be some personal telephone calls to or by staff in the 
office, it is a good idea to have some rules about this to prevent misuse of the 
office telephone. 
 
How to streamline correspondence 
In addition to visitors and telephone calls the office is likely to receive letters to 
which it will need to reply. The NGO may also decide to do regular mailings of 
information such as an annual report. The following tips will help ensure that 
office correspondence is dealt with efficiently. 
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SENDING AND RECEIVING LETTERS 
 
Letter formats 

• Set a standard way to write letters so that they are faster to write. 
• Make sure that letters are proofread, that they include a reference number 

and that they look neat. 
 
There are three main types of letters: 

• memo – an internal message, informal (used within the office) 
• semi-formal (also called semi-block) – a personal letter to someone the 

writer knows 
• formal (block style) – a cover letter for official correspondence (job 

application, report, documents, etc), people the writer does not know, 
international correspondence for the organization. 

 
Addressing envelopes 

• Put the sender’s address either at the top left-hand corner or on the top of 
the back of the envelope (on the flap for closing it). 

• Write the addressee’s name and address in the centre of the envelope. 
Use clear handwriting and a dark pen because many countries use 
machines to sort the mail and if the address is not clear, the letter will take 
longer to arrive. 

• Leave a blank space at the top right of the envelope for the stamp. 
• It is unnecessary to put a telephone number on an envelope if it is being 

delivered through the postal service. A postal service will never call that 
number to deliver it. Also, some people may object for privacy reasons to 
their telephone number appearing on the envelope. 

 
INTERNAL OFFICE COMMUNICATIONS 
Within the office, staff members communicate with one another through meetings 
or conversations, by sending memos, by giving and receiving telephone 
messages and through office cooperation (people working together as a team). 
 
How to hold effective office meetings? 
Some internal office meetings will be held on a regular basis. For example, the 
Executive Director may decide to hold a staff meeting for the whole team once a 
month or more often. In addition, if the organization has a number of programme 
staff, they may hold regular meetings to discuss programme issues. Similarly, if 
the NGO employs a number of administrative staff, they may want to hold regular 
meetings to discuss administration issues, including finance and staffing. It is 
advisable, however, to keep the number of meetings to a minimum, as they 
consume considerable time and may not be the most effective vehicle for getting 
things done. 
 
Here are two tips for successful meetings: 
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• Hang a meeting board in the administration office that shows who is 
attending which meeting (inside or outside of the office). This also helps 
people who want to visit someone in the office. If they see that the person 
is in a scheduled meeting, they will know when to come back. 

• Develop a procedure for what to do if a meeting is interrupted (by 
telephone calls, visitors, etc). 

 
How to use office memos 
Depending on the number of staff, the organization may communicate some 
kinds of information through internal office memos. For example, the organization 
may have a system for circulating project reports to various members of staff 
through this mechanism. 
 
USING INTERNAL OFFICE MEMOS 

• Hang short internal memos on the administration office notice board for 
everyone to see. 

• Develop a circulation system for longer memos or letters. One method is 
to put everyone’s name on a slip of paper attached to the memo. After a 
person reads it, she crosses off her name and passes it to the next 
person. 

• Build mailboxes or pigeonholes for everyone for easier circulation of 
messages. Mailboxes can be simple boxes, stacked filing trays or wooden 
shelves. 

 
How to create a good working environment 
All these tips will help to make the office environment a welcoming and well 
organized place to work. However, it is also important to establish some ground 
rules to promote good working relations between staff. The human resources 
chapter looked at some of the advantages of developing a policy on harassment 
and bullying at work to deal with situations where a staff member feels that he or 
she is being unfairly treated. It is also sensible to set out some principles of good 
office discipline to guide staff on a daily basis. 
 
OFFICE DISCIPLINE 

• Speak honestly, in a friendly way and politely to each other. 
• Respect each other’s schedules and appointments. 
• Respect each other. 
• Help cover job responsibilities when others are away. 
• Respect the privacy of others and of the organization. 
• Solve internal problems professionally. 
• Be patient, trusting, and tolerant of each other. 
• Share resources. 
• Respect others when making jokes. 
• Be tidy. 

 



81 
                                                                                     Managing a non profit 

 

Although these points do not apply to every single office, the organization should 
adopt those that will help improve relationships within the office. Remember, the 
more friendly and open people are towards one another, the happier they will be 
and the better they will work. 
 
 
FILING AND RECORD KEEPING 
The first step in setting up a solid administrative system is to introduce an 
efficient filing system. If organizational documents are easy to find and are all 
systematically kept in one place, it will be much easier for staff to find the 
documents and information they need. In addition, when the time comes to report 
to the governing body, funders or members, the information needed to compile 
the report will be much more readily accessible. The following suggestion is a 
standard system that suits most offices. It is best to keep the records on projects 
separate from administrative documents. 
 
Also, it is a good idea to number files so that people can find and replace them 
quickly. Big offices may even want to develop an index system for their files. For 
more information about indexing, see the section on setting up a resource centre. 
A filing system can be set up in filing cabinets, using different drawers for 
different categories of document, or in box files kept on shelves. The important 
point is that they are all kept in one or two designated areas and that the files are 
updated regularly. Wherever possible each member of staff should be 
encouraged to do their own routine filing. Hence everyone needs to understand 
the system that is being used.  
 
How to create an efficient filing system 
From the previous chapters in this manual it is clear that the organization will 
have a number of different types of information for different purposes which 
different members of staff and others need ready access to. They include those 
described in the box below.  
 
DIFFERENT TYPES OF INFORMATION 

! Reports and papers presented to the governing body as well as the 
agenda and minutes of its meetings. Documents filed under this heading 
might also be the completed annual financial returns or audit report for the 
governing body and an annual report. 

! Documents relating to the strategic plan, the annual team work plan and 
individual work plans. 

! Documents relating to human resources and staffing, which will include 
job descriptions, contracts of employment, documents relating to selection 
and recruitment, staff objectives and performance appraisals or reviews, 
health and safety information, staff sickness absence returns, staff leave 
records, information relating to any disciplinary or grievancy procedures, 
etc. 
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! Documentation and information relating to the financial system including 
the annual budget, income and expenditure reports, inventories, asset 
registers, procurement information, information about vehicle use and 
servicing, monthly statements of account, financial reports to funders, etc. 

! Project information and project accounts, including information about 
funding agencies. 

 
Spend some time looking at who in the office needs access to what types of 
information. This will help the administrative staff to determine where and how 
the information might best be organized. 
 
EXERCISE: ACCESS TO INFORMATION 
 
TYPE OF INFORMATION WHERE IS IT KEPT/ WHO HAS ACCESS TO IT? 
Make a list based on the categories above of all the different types of information 
the NGO has or is likely to have under main headings and subheadings. Once 
the main headings and subheadings are agreed, look at each one and list those 
who need access to the information (e.g. governing body, governing body 
subcommittees, Executive Director, Finance Officer, project staff, individual staff, 
the public, etc). Put an asterisk against the subheadings containing confidential 
information. It will become obvious during the course of this exercise who needs 
ready access to what information. This will help staff decide how to group 
different kinds of information. Much information and documentation relating to 
human resources management is of a confidential nature. It is good practice, for 
example, to have a confidential file for each member of staff which that person 
can have access to with the authorization of his or her manager (Executive 
Director for most staff, the Chair of the governing body for the Executive 
Director). These files should be kept separately in a locked filing cabinet and 
rules concerning access to them must be clear and transparent. 
 
What type of filing system works best? 
There are four main ways to set up a filing system, as outlined in the box below. 
FOUR SYSTEMS OF FILING 
Filing by date 
Documents are filed in date order. For example, October 1, 1998 would go 
before December 12, 1998. Documents from 1990 precede those from 1995. 
Some people prefer to put the oldest documents at the back and the newest in 
the front. This is called reverse chronological order. 
 
Filing by number 
Documents or files are given a number and then filed in numerical order. Low 
numbers usually come before the high numbers. Numbers can be reference 
numbers on documents, or numbers of files. 
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Filing by topic (or subject) 
Documents are grouped by their content, category or heading and subheading. 
For example, all correspondence is grouped together in one file and the financial 
receipts are placed in another file. 
 
Filing in alphabetical order 
Items are filed in order by the first letter of their title. The documents starting with 
A go first, followed by those starting with B, and so on until Z. If two documents 
start with the same letter, then put them in order by the second letter. 
Remember, it is possible to use more than one method of filing. For example, 
the files could be divided by topic (correspondence, projects, administration, etc) 
and by date (new financial documents behind the old ones in reverse 
chronological order). Look at the information needs of the organization before 
deciding how best to arrange files. Filing takes time, but establishing and 
maintaining a good system saves time. The example below uses a system of 
filing by category and heading under which each separate subheading is 
numbered. 
 
A NUMERICAL FILING SYSTEM BY HEADING 
 
100- PERSONNEL 
110- Confidential individual staff files 
120- Staff records (leave etc) 
130- Payroll 
140- Health and safety 
 
200- FINANCE 
210- Budget 
220- Procurement 
230- Asset register 
240- Travel expenses 
250- Petty cash records 
260- Financial returns 
270- Bank accounts 
280- Financial audits 
 
300- CORRESPONDENCE 
310- Correspondence with government agencies 
320- Correspondence with funding agencies 
330- Correspondence with project partners 
340- Correspondence with other NGOs 
 
400- ORGANIZATIONAL DOCUMENTS 
410- Governing body 
420- Subcommittees 
430-Strategic planning 
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440- Other documents 
 
500- PROJECT DOCUMENTS 
510- Project proposals 
520- Completed projects 
530- Current projects 
540- Future projects 
 
600- OFFICE ADMINISTRATION 
610- Office meeting minutes 
620- Internal correspondence 
630- Staff tour reports 
 
Once a filing system has been designed and set up, it may be helpful to look at 
the checklist below to make sure that nothing has been forgotten. 
 
CHECKLIST: FILING SYSTEMS 

! Make sure that files are located in the most logical place. For example, 
keep all files in the same shelf or cabinet, or keep all administrative 
records in the Administrator’s office and project files with the project 
managers. Be sure to separate what records are not actually files, but 
rather resources. For example, newspapers and training materials are 
resources, not files. 

! If the files are overcrowded, look at their contents and throw away 
irrelevant, duplicate, or unimportant papers. Or keep the old files separate 
from the current ones. Every January, new files can be moved into the old 
files, starting with empty files for the year. 

! If the names of the files do not really show what is inside them, then check 
their contents and either rename the file, move the papers that are not 
similar and start another file for them, or re-file the papers inside to the 
correct files. 

! If the files are numbered, it is useful to prepare an index to hang on the 
wall or filing cabinet to make finding files faster. 

! When redesigning a filing system, it may be a good time to look at the 
record keeping system and decide if the organization should be keeping 
more records. 

 
An improved filing system will need maintenance. Be sure to show the others in 
the office how the improved system is set up and how they can help maintain it. 
Invite the others to give feedback on the filing system so that they can continue 
to improve it. 
 
ADMINISTRATIVE AUDIT 
What is an administrative audit? 
An internal organizational audit is a complete check of all administrative systems, 
except reception. It is similar to a financial audit, which checks the financial 
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systems of the organization (see Chapter 4: Managing Organizational finances). 
It is the most important tool for monitoring and evaluating administrative 
systems, as it checks to see that all systems are in place and working. 
 
There are two types of audits, internal and external. Someone from within the 
organization completes an internal audit. This person should be known to the 
organization, but independent of its administration and finances. Somebody from 
the governing body or a member with some financial and administrative 
experience is a good choice. The internal audit is important for checking systems 
before an external auditor comes in. 
 
When and how long will the audit take? 
The audit should be done at least once a year. The first time that an 
administrative audit is carried out, it may be time consuming because each 
document must be checked. However, after the first audit, if the staff responsible 
have corrected any weaknesses in the system, the auditor should be able to 
check everything in just a few days. 
 
What should the audit look for? 
In carrying out an audit, the auditor might want to follow the checklist below. If the 
auditor discovers weaknesses in the system, he or she should clearly explain 
what these are and how they might best be corrected. (See Chapter 4: Financial 
Management) for more detail about financial audits. 
 
CHECKLIST: INTERNAL AUDIT 
A. INTERNAL SYSTEMS 

! The NGO has a governing body (Board of Trustees or Board of Directors). 
! There is a written organizational structure chart. 
! There is a system for reviewing and following up reports that have been 

made for the organization, and it is being implemented. 
 
B. FIXED ASSETS 

! The NGO has a clear fixed assets policy. 
! The fixed assets policy is implemented. 
! All fixed assets are recorded correctly in the fixed assets register. 
! The fixed assets are counted regularly and the count is recorded. 

 
C. VEHICLE MANAGEMENT 

! The NGO has a comprehensive vehicle usage policy. 
! The vehicle policy has been implemented. 
! The NGO maintains a vehicle logbook, which is filled in completely and 

correctly. 
! Procedures for vehicle servicing, insuring, tax and MOT (checking 

roadworthiness) are in place and up to date. 
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D. INVENTORY 
! A written inventory management policy exists. 
! The inventory policy is implemented. When inventory is used, it is: 
! authorized by the correct person 
! properly supported with a supply request form 
! properly recorded in the inventory (nonexpendable supplies) register or 

supply control card 
! the inventory is counted regularly and the count is recorded. 

 
E. PERSONNEL AND PAYROLL 

! A clear personnel policy exists and is implemented. 
! All staff members have detailed job descriptions. 
! There are defined systems of evaluating and measuring staff performance 

and they are in use. 
! All staff members have current, written, signed employment contracts. 
! Documentation and authorization of payroll exists (such as timesheets and 

contracts). 
 
 
How to do an administrative audit 
Carrying out an administrative audit is not a complicated matter. The main thing 
is to be sure that it is thorough and systematic. Below are some examples of how 
to do this. 
 
EXAMPLE: WHAT AN AUDIT LOOKS FOR 
To do the audit, the auditor simply looks at standards of practice and checks to 
see if they are being met. If not, the auditor must write down exactly what the 
problem is. 
 
For example, if the auditor is checking to see if all fixed assets are recorded 
correctly in the fixed assets register, then she or he will have to go and see all 
the fixed assets and check their condition, location, serial numbers, etc. If, for 
example, the auditor sees that the new chairs do not have serial numbers on 
them, then he or she should write down that the Administrator needs to give the 
new chairs serial numbers. When the auditor is finished, she should prepare a 
report with the findings and share it with the staff and governing body. Then the 
auditor should make a list of recommendations for how the mistakes can be set 
right. The Executive Director is responsible for seeing that the recommendations 
are followed. 
 
SETTING UP A RESOURCE CENTRE 
This guidance has been developed for organizations that want to set up a 
resource centre. Many local NGOs have various donated resource materials and 
would probably like to have more in the future to upgrade the knowledge of their 
staff and improve their performance. Usually, however, few people have the 



87 
                                                                                     Managing a non profit 

 

chance to look at the resources and make use of them because they are 
inaccessible. 
 
What is a resource centre? 
A resource centre is a place where reference materials are stored in an orderly 
way so that they are easy to find and use. Resource centres contain books, 
magazines, training materials, and newspapers as well as other information that 
an organization wants to make available. Most organizations have many 
reference materials, but most do not keep them in one place. If they are put 
together, grouped according to their topic, and labeled, they are much more 
accessible than when they are simply filed on a shelf inside a cupboard. 
Resources include books, but also reports, videos, cassettes, newsletters, 
booklets and brochures. Any information that may help people is a resource. 
Items that are not really resources are letters, internal memos, and organizational 
records. The place where resources are kept should be big enough to hold them 
all and should also be secure – a room that can be locked out of office hours, or 
a corner of a room for example. One of the best things to do before setting up a 
resource centre is to visit others to get an idea of what is possible. The following 
questions can be asked of organizations that already have a resource centre. 
 
EXERCISE: QUESTIONS TO ASK 
Location 

! Where in the office is the resource centre located? 
! Is there a place for people to read the books so that they do not have to 

borrow them? 
 
Resources 

! Is there a written inventory of the resources? 
! What non-book resources (videos, tapes, etc) does the resource centre 

have? 
 
Users 

! Who is permitted to use the resource centre? 
! Who are the main users of the resource centre? 
! How many people use the resource centre on average each week? 

 
Borrowing 

! What are the most frequently borrowed (or used) books or resources? 
! For how long may books be borrowed? How many books may be 

borrowed at one time? 
! What is the procedure for borrowing books from the resource centre? 
! How many of the borrowed books are successfully returned? 
! How many books have been lost or damaged by borrowers? 
! How is security maintained at the resource centre? 
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Cataloguing 
! How are the resources arranged? 
! How are the books arranged? 
! Is an international cataloguing system in use? 

 
Management 

! Who is responsible for maintaining the resource centre on a daily basis? 
! Who makes decisions regarding the resource centre’s management? 

 
Acquisition (receiving new materials) 

! How are new materials or resources found? 
! How are new materials received and processed? 

 
Below are the key steps to take when creating a resource centre. 
 
STEPS TO TAKE: CREATING A RESOURCE CENTRE 

1. Make an inventory (list) of all of the resources by grouping the items 
together (for example, newspapers, reports etc). The most common items 
to record are the title (name of the book or resource), author (the person 
who wrote it), publisher (the company, university or organization that 
produced it), classification of the book (its subject matter: history, 
administration, health, etc), and the number of copies. Some inventories 
also include the date of publication, place of publication, type of resource 
(book, newsletter, brochure, etc) and the number of pages. 

2. Once the inventory of resources is complete, they need to be classified so 
that they are easy to find. There are many ways to classify resources, 
including: 

! By topic. Group all the resources on the same topic in the same 
place. 

! By type of resource. Put all newspapers together, all brochures 
together, etc. 

! By alphabetical order. Arrange resources by either their titles or the 
last name of their authors. 

 
A standard way is to put the books in one place and arrange them by topic. Then, 
arrange all books in each topic in alphabetical order by the author’s last name. 
Next, group the other resources (those that are not books) together and divide 
them by topic. Put them in magazine boxes and label the box with the subject, 
such as health, education, water, etc. If there are many resources, a more 
advanced system of cataloguing might be needed, but this arrangement is good 
for most small resource centres. 

3. Now, add to the inventory the classification that you have given each 
resource. 
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How to develop an inventory 
The steps below provide additional guidance for developing an inventory by 
following three easy steps. 
 
 
Step 1 
Title. What is the name of the resource? 

! Normally, if a book title begins with The, it is added at the very end. For 
example, The History of Nigeria would be recorded in the inventory as 
History of Nigeria, The. 

! Some books have a main title and below it, a subtitle. Both should be 
included on the inventory. A colon separates them. An example is Building 
Partnerships for Participatory Development: A Report of a Workshop Held 
in Abuja, Nigeria. 

! If a book is one of a series, then it is important to include that on the 
inventory. For example, write Algebra: Book I instead of just Algebra. The 
title and number are separated like a title and subtitle. 

! Sometimes books are updated and revised. Textbooks, dictionaries and 
history books are frequently revised. Therefore, the Oxford Dictionary is 
not exactly the same as the Oxford Dictionary: Revised Edition. Look for 
phrases such as new edition, revised edition, second edition, etc. They 
must also be included in the inventory. 

 
Step 2 
Author. Who wrote the book? 

! The author is not always listed on a resource. For example, a newspaper, 
magazine, brochure, or newsletter rarely has one. Most books do name 
the author. 

! Look for the word by on the title page for the author’s name. Illustrated by 
tells the name of the person that drew the pictures in the book but the 
illustrator is not recorded in the inventory. Edited by means the person 
who brought all the parts of the book together (usually in a textbook). If 
there is no author, then the editor’s name should be used, but after it, write 
(ed) to show that the person is not the author. 

! If a book has two authors, then include both of them. However, if a book 
has more than two, write only the first one and then write et al. This is 
Latin and means ‘and others’. 

! When you write the author’s name, put the last name first, then the first 
and second names. Internationally, resource centres list authors of books 
by their last name. If the person is Mohamed Ibrahim Egal, then it is 
written Egal, Mohamed Ibrahim (listed under E). But, if there are two 
authors, then only the first one is reversed, for example: Clinton, Bill and 
Mohamed Ibrahim Egal recorded under the letter C. 

! Sometimes a book’s title is somebody’s name. In that case, the title page 
will have two names. When unsure which is the author and which is the 
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title, look at some other pages of the book and the cover to work out which 
is which. 

! If the author is not a person, but an organization or ministry, then its name 
is not reversed in the inventory. 

 
Step 3 
Publisher. Who published the book? 

! A resource is usually published by a company, university, or organization. 
Usually the publisher’s name is at the bottom of the title page, or at the 
bottom of the spine (side) of the book, or on the back cover. Look for 
words like Ltd, Company, Publishers, Press, etc to help find out who 
published the resource. Often the place of publication and the year of 
publication are also listed under the company’s name, so be sure not to 
confuse them. 

 
Once the inventory is complete, it can be presented in many ways. One way is to 
type it up and keep it in a file for people to use. If the inventory is computerized, 
then it is very easy to arrange and rearrange. Many resource centres have three 
inventories: one arranged by subject, one by author’s last name, and one by title. 
When information is incomplete it is still possible to find items using one or other 
search tool on the inventory. Other words for the printed inventory are index or 
catalogue. 
 
TYPES OF INDEX 
Subject index 
The subjects are listed in alphabetical order, and the contents inside each 
subject (health, water, education, etc) are arranged by the last name of their 
author, then title. This is useful if looking for books on a certain topic because it 
will show all the resources on that topic. 
 
Author index 
The resources are listed in alphabetical order by the last name of the author, 
then in alphabetical order by title. If there are three books by the same author, 
they will first be put in order of the author’s last name, then sorted by the first 
name of their title. The author index is useful if the author is known, but the title 
or subject of his or her books is not known. 
 
Title index 
The resources are listed in alphabetical order by the first name of their titles. If 
the name of a book is known, then the title index will help. Once an inventory of 
all resources is complete it will need to be updated regularly. 
 
For example, books get lost, new books arrive, and mistakes are found in the 
inventory (the book is really about water, not sanitation, for example, or the 
author’s name is misspelled). Users must also learn how to use the inventory. 
Having three inventories (or indexes or catalogues) can be very confusing for 
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people who have never used them before. Be sure that all visitors see the 
inventories and understand how to use them when they first look for something. 
 
Classifying resources 
It is important to consider the best way to classify the resources: where 
should each item be shelved? Some tips are outlined in the box below. 
 
How to manage a resource centre 
Management of the resource centre includes record keeping, day to day 
management of the resources, and development of the centre. 
 
CLASSIFICATION 

! Before developing a classification system, look at the books the 
organization has. Group similar books together and then make a list of the 
types of books you have. 

! All books can first be divided up into fiction and non-fiction. Nonfiction 
books give information on a topic, such as history, science, or how to build 
something. A fiction book is one with an untrue story, and fiction books 
can be divided up into books such as historical fiction, science fiction, and 
mysteries. 

! If it is not obvious how to classify a resource, look first at the title. If it is 
non-fiction, then the title provides a good clue about the type of book. 
Alternatively look inside the book and see what topics it talks about. 

! Some books have a classification made by the publisher on the other side 
of the title page. Check there for more help. 

 
IMPORTANT FACTORS TO CONSIDER 

! Set up a resource centre management system. Decide who will manage 
it, who will be able to borrow which resources and for how long, and so on. 
If unsure about where to start, a visit to another more established resource 
centre might be useful. 

! Training the users in how to use the resource centre is very important. 
Once everything is labeled, an index and/or the inventory will help show 
what the resource centre contains. Show users the index and explain how 
to find resources. Staff will also need training in the cataloguing system. If 
they do not know how to use it, they will be unable to replace books in the 
right place. 

! Once the resource centre is functioning, it is important to see how 
improvements can be made. For example, if the centre is not being used, 
why not? If people are not returning the books, how can that situation be 
improved? 

! When the resource centre is being used often, the manager can monitor 
how many books have been used and on what topic. If he or she knows 
what people want and need, then more books on that topic can be 
purchased when funds are available. 
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EXAMPLE: PEOPLE TO PEOPLE INTERNATIONAL, LAGOS-NIGERIA 
RESOURCE CENTRE 
The purpose of People To People International, Lagos-Nigeria Resource 
Centre is to provide information about development and the environment to both 
the PTPI staff and the NGO community. Users: The staff, members, and 
governing body of People To People International, Lagos-Nigeria as well as 
partners and friends of People To People International, may use the resource 
centre. However, only staff, members and the governing body may borrow books 
from it. The resource centre will be open 8am-2pm every day (except Sundays 
and national holidays). 
 
The borrowing policy of the resource centre will be as follows: 

! The staff may borrow any resource from the centre to use in the office only 
on short loan. These resources must be returned by 2pm the same day. 

! Staff and members may borrow general books, foreign language books, 
and textbooks for five days. They may be taken away from the office. 

! Resources may only be borrowed and returned between 8am and 2pm 
and only the resource centre manager may authorize borrowing and 
returning. 

! No one may take more than two books at one time on regular loan. 
 
The daily responsibilities of the resource centre manager are to open at 8am, 
supervise the cleaning of the resource centre, help users of the resource centre, 
explain the rules to its users, check out and check in books, arrange books and 
close the resource centre at 2pm. 
 
The responsibilities of the administration team are to help with book collection, 
help manage the resource centre, receive new books, assist with the inventory, 
and attend management meetings to discuss the effectiveness of the policies. 
 
The administration team will meet regularly after the resource centre is open to 
discuss the effectiveness of these policies, to see what problems have arisen 
and how the centre’s management can be improved. 
 
CONCLUSION 
If the systems recommended in this chapter are implemented the staff team can 
expect to enjoy some of the benefits outlined below. 
 
Organizational structure chart The staff team and visitors to the office can 
visualize how the organization is structured and what its reporting lines are. 
 
Office visitors Visitors will feel welcome and informed, and leave with a good 
impression of the office. 
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Appointments system Visitors will have more guaranteed access to the staff 
member visited, staff will be less disrupted by visits and a record of visitors will 
be kept. 
 
Reception system Incoming telephone messages will be recorded and callers 
will experience good customer service. 
 
Correspondence Different letter formats will be used as appropriate and the 
quality of written correspondence will improve. 
 
Office communications Internal memos and meetings will be used to facilitate 
communications within the team. 
 
Filing and record keeping Different types of information will be stored 
appropriately and all documents will be securely filed and easy to access. 
 
Administrative audit Office systems will be regularly monitored so that they can 
be continually improved. 
 
Resource centre Books and other important documents will be well organized, 
classified, indexed and appropriately shelved so that staff and others can find 
what they need quickly. 
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CHAPTER 6: MANAGING ORGANIZATIONAL FINANCES 
 
This chapter provides guidance on how to develop a financial procedures 
policy. Applying such a policy will ensure the good financial management and 
accounting practice that are essential for the organization’s success. The 
financial procedures policy is critical for any organization because it lays down 
procedures to ensure that the organization’s resources (both financial and 
material) are put to their proper use. One of the most important reasons why 
most NGOs applying for funds do not get their request grant from donor agencies 
was because of their inconsistent and inadequate financial management policy. 
Most funding agencies lay emphasis on the management of the financial 
resources if given the grant to NGOs. It is important that this policy is well 
understood by staff and members of the governing body, because they are all 
responsible for good management of resources. Normally the governing body 
members and the Executive Director play the key roles in developing such a 
policy, but it may be useful to involve other members of staff, in particular those 
with responsibility for finance. It is advisable to have a single, comprehensive 
policy document dealing with financial management and accounting procedures, 
rather than a series of separate ones. It will be easier to monitor its 
implementation and to update it. 
 
The policy document will outline the financial management procedures of the 
organization and specify the roles and responsibilities of staff and governing 
body members. It is common to state in the document itself that it cannot be 
changed without the formal approval of the governing body. Before embarking on 
the details of the policy it is useful to start with a discussion about the purposes it 
will serve. A summary of the conclusions reached might then form the preamble 
of the document, as in the example presented below. 
 
EXAMPLE: PURPOSE OF FINANCIAL POLICY 
Through rigorous adherence to the financial procedures outlined in the 
policy document the organization will be able to ensure the following: 

• The governing body will be able to show both funders and beneficiaries 
that the organization’s assets are safe, because it will be able to show that 
checks and controls have been implemented. 

• The organization and its reputation will be protected against financial 
mismanagement by staff or governing body members. 

• The interests of the beneficiaries of the organization, its employees and 
the governing body will be protected. 

• The relationship between the members of the governing body and the staff 
in financial matters and their respective roles and responsibilities will be 
clarified. 

• There will be an appropriate segregation of responsibilities for the 
approval and execution of expenditure. 

• Financial decisions will be given appropriate consideration before they are 
taken. 
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• The relevant accounting regulations, standards and legal requirements will 
be complied with. 

 
Roles and Responsibilities 
The first thing to do when setting up an accounting system is to decide who is 
responsible for what in terms of financial management. It is very important that 
financial responsibilities are shared and clearly demarcated. One of the most 
important principles of sound accounting management is that all financial 
transactions should be prepared by one person and reviewed by another. The 
segregation of responsibilities means ensuring that the person nominated to 
make payments by cash or cheque should not be a cheque signatory, or be 
responsible for petty cash. For example, the person responsible for authorizing 
the payment of salaries (Executive Director) should not be the person who 
actually makes these payments (Finance Officer). The person responsible for 
signing a cheque for a petty cash top-up (Finance Officer) should not be the 
person responsible for making payments out of the petty cash (the 
Administrator). 
 
The purpose of segregating responsibility in this way is to ensure that checks 
and balances are built into the system regardless of how few or many staff an 
organization employs. The next question to consider is the role of the governing 
body and trustees in financial management, because the governing body has 
ultimate responsibility for ensuring that all the assets and finances of the 
organization are properly managed and that staff, including the Executive 
Director, are fully accountable to it. The basic accounting principles should be 
outlined in the governing document. In addition, some governing bodies 
nominate or select a trustee to act on their behalf as Treasurer. 
 
It is particularly important to have clear lines of responsibility at the most senior 
levels of the organization, but all employees share responsibility for ensuring that 
finances are secure. Below is some guidance about how these responsibilities 
could be defined in a financial procedures policy document. Some organizations 
also include the contents of the ‘responsibilities of staff’ paragraph in all their 
employment contracts  
 
 
EXAMPLES: KEY FINANCIAL RESPONSIBILITIES 
 
Responsibilities of governing body trustees 
The trustees hold the organization’s assets in trust for the beneficiaries and 
funders and are responsible for ensuring that they are used to achieve the aims 
for which the organization was established. Trustees are duty bound to ensure 
that proper account books and records are kept, that annual reports and 
accounts are prepared, and that these conform to any relevant local legislation. It 
is the responsibility of the trustees and all staff to ensure that the organization’s 
financial systems and procedures are adhered to at all times and to report any 
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discrepancies immediately: in the case of staff, to their line manager, and in the 
case of the Executive Director or trustees, to the governing body. 
 
Responsibilities of the Executive Director 
It is the responsibility of the Executive Director to ensure that all financial 
systems and procedures specified in the policy document are in place and that 
the staff adhere to them, to report any discrepancies in a timely fashion to the 
Chair or Treasurer, and to take the appropriate disciplinary action against staff 
found to be in breach. The Executive Director will rely on the assistance of the 
accountant to ensure the smooth financial operation of the organization on a day-
to-day basis. 
 
Responsibilities of staff 
Before committing the organization to any expenditure for goods or services or to 
any financial liability, an employee must be satisfied that he or she has the 
necessary authority. A breach of the organization’s financial policies and 
procedures could be considered serious misconduct and could lead to 
disciplinary action. It is also important to outline clearly the more specific 
responsibilities of those charged with managing the organization’s finances.  
 
Examples of Specific Responsibilities 
The Chair or Treasurer 

• oversees and monitors adherence to the financial procedures set out in 
this policy document 

• provides advice and support to the Executive Director and governing body 
on financial management issues 

• represents the governing body on issues relating to the sound financial 
management of the organization 

• liaises with the appointed auditor and presents audited annual accounts to 
the Annual General Meeting. 

 
Trustees 

• approve financial systems, procedures and management 
• approve annual budget and annual audited accounts 
• monitor income and expenditure 
• implement policy on loans, investments and reserves 
• approve arrangements for insurance and risk management 
• approve all salaries, new posts, appointments 
• authorize all the organization’s bank accounts and their signatories. 

 
The Executive Director 

• presents accurate, timely and high quality financial information and reports 
to the governing body 

• formulates the annual budget 
• monitors financial outcomes against the budgets on a monthly basis and 

takes appropriate action 
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•  facilitates the annual audit 
• reports annually to the governing body on a competitive quotation process 

for all annual contracts for goods, services, insurance, etc 
• ensures that all staff adhere to the financial procedures outlined in the 

financial procedures policy document 
• authorizes petty cash top-ups against expenditure documented by the 

Office Manager 
•  keeps abreast of any changes in financial legislation and regulations 

affecting the organization 
• directs and coordinates financial strategies and plans, linking these to the 

annual work plan 
• ensures adequate insurance to cover assets and liabilities 
• checks records of incoming cheques and cash against bank statements 
• banks incoming receipts at least weekly 
• keeps the cheque book in an appropriate, secure and safe place. 

 
Finance Officer  

• records all incoming cheques and cash and ensures the security of these 
until they are banked 

• maintains an up-to-date record of all assets and regularly checks that 
these are secure and well maintained 

• prepares expenditure documentation for appropriate authorization (see 
procedures) 

• checks orders received against invoices and keeps records of orders 
placed but not yet received 

• manages petty cash float, subject to cash count and checks by the 
Executive Director whenever a top-up is requested 

• keeps the assets registers. 
 
These responsibilities should be reflected in the terms of reference of the 
governing body (see Chapter 2) and in the individual job descriptions of staff. If 
the organization employs an accountant, then some of the responsibilities of the 
Executive Director outlined above may be delegated to this post-holder. 
 
ACCOUNTING SYSTEMS 
The third part of the financial procedures policy document will outline the 
organization’s systems and procedures for ensuring robust financial 
management. Below is a checklist of questions to consider when framing this. 
 
KEY DECISIONS TO TAKE 
FRAUD  

• How will the organization deal with cases of possible fraud? 
• To whom will staff report cases of suspected fraud? 
• What action will be taken if a member of staff is found to have been 

involved in fraud? 
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SYSTEMS  
• Will the organization use a computer accounts system or a manual system 

(specify details)? 
 
BANKING  

•  How will the organization organize and manage its bank accounts? 
o  Current account details 
o  Minimum requirements for cheque signatories 

•  How will the organization ensure that the bank accounts are secure? 
 
CASH POLICY  

• How will cash transactions be managed? 
 
ASSETS  

• How will fixed and consumable assets be managed? 
 
VEHICLES  

• How will the organization ensure that its vehicles are used and maintained 
appropriately? 

 
STAFF  

• How will staff expenses and entitlements be managed  
• What is the staff salary structure? 
• What expenses or other entitlements are staff, governing body members, 

volunteers entitled to? 
 
PURCHASING  

• How will the organization manage purchasing and procurement for office 
and project items? 

 
INSURANCE  

• What type of insurance is needed (what does the law require) for staff, 
premises, assets and vehicles? 

 
POLICY ON FRAUD 
All governing body members and staff employed by the organization have a duty 
to ensure that they safeguard its financial assets. For this reason it is important to 
have a clear policy spelling out what action will be taken in the case of 
suspected fraud and the lines of authority that have been established for 
dealing with such cases. As soon as a staff member has any suspicion of fraud in 
any area of the organization’s work, he or she needs to know to whom to report 
it. Usually the policy will specify that such concerns should be taken, in the first 
instance, to the Executive Director who in turn will report to the governing body, 
including the Chair and/or Treasurer. However, concerns relating to the financial 
conduct of the Executive Director or that of a trustee are usually taken directly 
and explicitly to the Chair of the governing body. 
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In any circumstance where fraud is suspected or discovered, the policy 
document must specify that prompt legal action will be taken and that fraud is 
sufficient grounds for the dismissal on the grounds of gross misconduct of a 
staff member. These provisions can provide an important deterrent. 
 
SYSTEMS OVERVIEW 
It is also important to specify in full in the policy document how the organization 
will record its financial transactions, including petty cash. Some organizations will 
keep manual records of their transactions; others will use a computerized 
accounts system. Under the manual system a separate bank book must be 
maintained for each bank account, as well as a cash book for the main cash 
float. These books are usually referred to as ledgers. Two different systems can 
be used: a single entry ledger system or a double entry ledger system.  
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However, these should NOT be treated as forms because loose pieces of paper 
can easily be lost. The format should be used in the books of account (for bank 
and cash) or on a computerized system. Generally speaking, very small 
organizations can use a single entry system easily, but once their accounts 
become more complex it is best to start using the double entry system. It is 
advisable for an organization to use a double entry system if it makes more than 
about 20 payments a month because it shows more specifically how the money 
was spent and facilitates monitoring. Basically, the double entry ledger is a more 
sophisticated way of recording income and expenditure by entering each 
transaction twice (ie double entry) to make it easier to check how much has been 
spent against each budget heading. 
 
In the double entry system payments and receipts are detailed in date order with 
receipts on the left and payments on the right. Each transaction must be 
supported by a receipt or payment voucher. The reference number must be 
recorded on the form. Cheque numbers must also be recorded. The relevant 
budget head or account code must be entered against each transaction. 
 
A single entry ledger system must include: 
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• the date of the transaction 
• a description of how the money was spent or received 
• a voucher number 
• an ‘amount in’ or ‘amount out’ column representing income or 

expenditure 
• the current balance, calculated by simply adding or subtracting the total 

from the previous current balance. At the beginning of each new page, the 
balance carried forward is entered from the bottom of the previous page. 

• In the double entry ledger system the current balance is calculated by 
subtracting total expenditure from total income. 

• The budget codes are entered across the top of the ledger: budget 
subheadings can be included under each main heading as desired. 

• As with the single entry ledger system, each transaction is entered in the 
‘amount’ column but income is listed separately in the column on the left 
and expenditure in the column on the right. 

• After the amount has been entered in the appropriate column it is entered 
again under the appropriate budget heading or subheading. This means 
that at the month end, it is easy to calculate how much has been spent 
under each budget heading. 

 
BANKING REQUIREMENTS 
Although many NGOs, especially local NGOs do not have bank accounts when 
they begin operations, it is essential to ensure that such an account is opened at 
the earliest opportunity (where possible). As many of the organization’s financial 
transactions as is realistic should take place through the bank account rather 
than through cash transactions. It is much easier to monitor bank transactions 
and a bank is the safest place in which to keep funds. The policy document will 
need to specify the full details of any bank accounts held in the name of the 
organization. 
 
CURRENT ACCOUNT DETAILS 
Account type: 
Name and address of bank: 
Account name and number: 
 
Cheque signatories 
It is good practice to require that all cheques are signed jointly by at least two of 
the named signatories and to specify that for cheques over X amount one of the 
signatories must be the Chair or Treasurer of the governing body. Indeed, it is 
prudent to specify that any cheque above X amount must be approved by the 
governing body at one of its routine committee meetings. This will ensure that no 
cheques for large amounts of money are cashed without full knowledge and 
authorization. It is essential to spell out clearly the minimum sums for which 
different signatories are empowered to sign cheques and who these signatories 
must be, as outlined in the example below. 
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EXAMPLE: CHEQUE SIGNATORY REQUIREMENTS 
Up to maximum sum of X From X to Y sum Executive Director and named 
governing body signatory or two governing body signatories Above Y sum 
Governing body signatory and Treasurer or Chair of governing body Executive 
Director See below for an example of an authorized signatories list. In addition to 
clearly specifying cheque signatory requirements for different levels of payment, 
it is essential to have clear procedures to guide the signatories as shown in the 
box below. 
 
PROCEDURES: CHEQUES 

• All cheque payments will be summarized quarterly and made available for 
inspection by the governing body. 

• Cheques made payable to an account signatory must not be signed by 
that signatory. 

• All cheque expenditures will be recorded on the accounts system and 
cross referenced to a cheque number, with the nature of the payment 
clearly identified. 

• All cheque book stubs will be completed at the time of payment and 
retained according to the auditors’ requirements. 

• No cheques will be signed without the corresponding invoice, or other 
documentary evidence of the nature of the payment. 

• Blank cheques must never be signed. 
• An individual must be in the formal employment of the organization or 

elected to the governing body as a trustee for a minimum of three months 
before becoming a signatory. The governing body will make any 
necessary arrangements to cover signatory responsibilities during the 
initial stages of employment or trusteeship. 

 
It is also important to think clearly about practical issues such as the logistics 
involved in meeting the minimum requirements for signatories. For example, if 
the Chair of your governing body lives far away from the office, it might be better 
to have the Treasurer who lives nearby as a named signatory of cheques above 
X amount. However, if the governing body meets regularly it should be possible 
for larger cheques to be signed before or after the committee meetings, provided 
that this is planned ahead of time. 
 
Bank security 
The policy document should specify the procedures to ensure that all funds kept 
in the bank are secure at all times, as outlined below. 
 
EXAMPLE: BANK SECURITY RULES 

• The number of bank accounts must be kept to a minimum. 
• Arrangements must be made with the bank to confirm payments over a 

given amount before they are cleared. 
• Bank transfers must be made only by cheque and not by letter, fax, email, 

telephone or internet. 



103 
                                                                                     Managing a non profit 

 

• All bank documentation, such as examples of the signatories’ signatures, 
must be kept in a secure file together with other financial records. 

• It is advisable to ensure that any bank accounts are in the name of the 
organization rather than in the names of individuals. 

• Two members of the governing body (including the Chair or Treasurer) 
must authorize the opening and closing of every bank account. Any 
deposits of either cash or cheques into the bank must be authorized and 
recorded. (See below for suggested formats for recording deposits.) 

 

 
 
 
 
 



104 
                                                                                     Managing a non profit 

 

 
 
 
 
 
CASH POLICY 
The governing body should decide in principle the ceiling on the amount of petty 
cash to be maintained in the office at any one time. This amount should be 
specified in the financial procedures policy document. It is the responsibility of 
the Executive Director to ensure that these limits are adhered to. Petty cash float 
levels will usually be enough to last a week. The amount of the petty cash float is 
best fixed. When it falls below a certain level it must be topped up from the bank, 
to restore it to its original level. When the petty cash float becomes low, a petty 
cash top-up request form (see below) must be completed by the Finance 
Officer and authorized by the Executive Director.  
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The same person cannot prepare and authorize a petty cash top-up request 
form. It is also advisable to set some authorized expenditure limits on petty 
cash (see below for a specimen form). These need to be understood by 
everyone on the staff team and kept on file as a record. 
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Cash floats 
For salary advances and operating or travel floats, it is essential to ensure at 
minimum that: 

• An up to date float register is kept. 
•  Limits are set on the size of a salary advance or cash float. 
• Authorisation procedures are clearly defined. 
• All staff members understand clearly the method of repayment or, in the 

case of salary advances, deduction. 
• Receipts or a receipt book are used to back all transactions. 

 
A float is an amount of cash given to an individual to cover expenditure while 
away from the office or to purchase items that cannot be paid for by cheque. It is 
important to ensure that all floats given out are properly accounted for. To do 
this, a float register must be maintained (see below). The left-hand side of the 
register records the floats given out. The right-hand side lists floats returned and 
expenditure accounted for. The final column shows the value of floats 
outstanding. 
 
The register is simply a means to ensure that all floats have been accounted for. 
The floats also need to be recorded in the accounts. The payment of the float 
must be coded to personal floats on the expenditure side of the cash or bank 
book. When the residual float is returned with receipts, the total value of the float 
is cancelled by showing the full amount of the float on the income side of the 
cash or bank book. The expenditure is shown on the payments side, coded to the 
relevant accounts. 
 
Inevitably there will be circumstances when it is necessary and prudent for an 
organization to provide a member of staff with a cash advance for which there is 
no supporting documentation. In addition to salary advances, which are recorded 
on the salary sheet, it can be helpful to have a page at the back of the cash book 
that records the amount of any advance taken. The person receiving the advance 
should sign for it, and no new advances can be given to the same individual until 
the last one has been cleared. Cash advances are not encouraged, and the 
normal procedure for cash disbursement should be used whenever possible. 
 
Surprise cash count 
To ensure that petty cash is being managed properly, it is a good idea for the 
Treasurer to undertake a surprise cash count periodically. The Executive Director 
should also do this from time to time. This may be done using the cash count 
form (see below) which is also used for the month end accounts. 
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Whoever is carrying out the count asks the Finance Officer for the current 
balance as stated in the cash book and enters this at the top of the form. A 
physical count of all the petty cash in the safe or cash box is then done and 
entered by denomination on the form. If the cash balance does not match the 
cash balance in the accounts, the reasons for this need to be explained on the 
form. The example below outlines some best practice guidelines for petty cash 
management. 
 
FIXED AND CONSUMABLE ASSETS 
The difference between consumable and fixed assets is defined in the example 
below. 
 
EXAMPLE: CASH MANAGEMENT GUIDELINES 

• No more than (specified amount) will be held as a petty cash float in a 
locked cash box at any one time. This will be managed by [named person 
who should NOT be a cheque signatory]. 

• All cash payments will be made from the petty cash float, not by the 
retention of incoming money. 

• All claims from the petty cash float will be backed up by supporting 
documented evidence, which is authorized by someone other than the 
claimant. 

• Petty cash top-up requests must be made by the person with responsibility 
for petty cash, showing that expenditure has reached a level where funds 
need to be replenished to the value requested. A cheque signatory [or 
signatories] will check and approve the receipts and then sign the cheque. 



108 
                                                                                     Managing a non profit 

 

• Cheque, rather than petty cash, payments must be made wherever 
possible for goods or services over the value of [specified amount]. 

•  The balance of petty cash kept in the office will be monitored periodically 
by the Executive Director or Treasurer. 

 
CONSUMABLE ASSETS  

• Items that get used up over time such as rent, insurance, stationery, paper 
and other supplies 

 
FIXED ASSETS 

• Office equipment, office furniture, personal computers, laptop computers, 
printers, photocopier, motor vehicles 

 
Some organizations will need to account for the assets they have in the office or 
for office use and those which are donated or loaned to projects. Different 
registers should be kept for each as follows: 

• Register A: fixed assets 
• Register B: consumable assets 
• Register C: assets purchased for a project 
• Register D: assets of a finished project. 

Register A: fixed assets 
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Register B: consumable assets 

 
 
 
Register C: assets purchased for a project 
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Register D: assets of a finished project 

 
 
 
In managing and accounting for assets the following example sets out the 
minimum standards of good practice. 
 
EXAMPLE: FIXED ASSET MANAGEMENT POLICY 
Registration 
All fixed assets with a purchase price over a specified amount must be registered 
by the [e.g. Office Manager] in a register and a copy of the purchase invoice 
must be kept with the register. The register must be updated monthly to include 
newly purchased assets. 
 
Physical audit 
Identification of fixed assets must be undertaken under the supervision of the 
Treasurer or Chair of the governing body in the following circumstances: 

• in the month before the end of the financial year 
• during an audit visit 
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• during the handover of the Executive Director to a successor. 
 
Lost or stolen items 
The Chair or Treasurer of the governing body must be advised of any lost or 
stolen items. Theft is a disciplinary offence. 
 
Depreciation 
Depreciation is set at a level of three years for computers and printers, 10 years 
for office furniture and five years for vehicles. Depreciation will be calculated 
when end of year accounts are prepared and as advised by the auditor. 
 
Disposal 
Where an asset is no longer required its sale or disposal must be authorized by 
the Chair or the Treasurer of the governing body. 
 
Retained assets 
Assets held beyond the write-off period must be retained on the register and 
given a nominal value. 
 
Private use of the organization’s computers or photocopier is permitted in 
special cases, as determined by the Executive Director. The staff member bears 
the full actual cost. Should a movable asset be damaged or lost while in the care 
of an employee for private use, the organization may ask the employee to bear 
the full cost of repair or replacement. Most of the procedures for managing 
consumable assets will be very similar to those for fixed assets. 
 
EXAMPLE: MANAGEMENT OF CONSUMABLE ASSETS 
Registration 
All items with a purchase price over a specified amount must be entered in a 
register. This will be kept by the Office Manager [or other specified post holder] 
and updated monthly. 
 
Physical audit 
As for fixed assets (see fixed asset management policy above). 
 
Depreciation is not applied to consumable items. 
 
Disposal must be authorized by the Executive Director and reported to the 
governing body at its next meeting. 
 
Private use 
As for fixed assets (see fixed asset management policy above). 
 
An inventory statement 
In addition to the assets, organizations will have expendable and 
nonexpendable supplies. Expendable supplies are similar to consumable assets 
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but not of high value (valued below a specified amount and therefore not 
included in the register of consumable assets). Nonexpendable supplies are 
similar to fixed assets but of less financial worth, for example filing in-trays for the 
office or wheelbarrows and hoes for a project. As these items will not be covered 
by assets policy, an inventory statement is necessary. This should cover the 
following areas: 

• How does the organization register expendable and non-expendable 
supplies? 

• Who can use which supplies and under whose authority? 
• How are the supplies monitored? 
• What action will be taken when supplies are damaged or lost? 

 
 
MANAGING VEHICLES 
A vehicle is one of the most costly fixed assets that an organization has and 
must, therefore, be carefully managed. The points below raises some key 
questions to guide discussion and decision making about vehicle management. 
 
 

• Who must authorize the use of vehicles? 
• For what purposes can an NGO vehicle be used? For example, is 

personal use by staff permitted? 
• Who is permitted to drive the vehicle? Are partner organizations and other 

people who are not employed by the organization permitted to use the 
vehicle and under what conditions? Whose approval is needed? 

• What documents related to the vehicle must be kept (e.g. vehicle 
logbook)? Who is responsible for keeping them secure and what 
information must they include? 

•  Who is responsible for making sure that the vehicle is roadworthy and 
serviced regularly? Does the office use one registered garage? 

• Where must the vehicle be parked out of office hours? 
• What rules are there to ensure road safety (for example, observing certain 

speed limits, wearing safety belts, not driving after dusk or before dawn 
except in exceptional circumstances)? 

• Who is responsible for ensuring that the appropriate vehicle insurance 
cover is in place? 

 
The points outlined in the example below are standard rules used by most 
organizations for management of vehicles. 
 
EXAMPLE: VEHICLE MANAGEMENT GUIDELINES 

• The Administrator coordinates vehicle use according to the guidelines that 
the organization has established for use and authorization. 

• The driver keeps a vehicle logbook to provide a full record of where the 
vehicle went, how long it took, what the distance was, and how much fuel 
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and oil has been purchased and used. The passenger must sign the 
vehicle logbook after each trip. 

• The unauthorized use of vehicles is a disciplinary issue. 
• A vehicle control white/blackboard will record where the vehicle is, how 

long it will be away from the office, and the names of the driver and 
passengers. 

• The Finance Officer [or another senior member of staff] must check the 
vehicle logbook weekly. 

• Staff authorized to use the vehicle for personal reasons must pay X for 
each kilometre driven. 

• Seatbelts must be worn at all times and on all journeys. 
• Speed limits must be observed at all times (specify appropriate limits, e.g. 

for tarmac roads and non-tarmac roads). 
• The Finance Officer must ensure that the vehicle is properly insured, 

serviced and maintained, and that health and safety rules are observed. 
Any discrepancies must be reported to the Executive Director who will 
also carry out spot checks on documentation concerning the vehicle, 
including bills for servicing. 

• In the event of a road accident the details must be reported in full and 
immediately to the Executive Director. 

 
STAFF SALARIES 
A significant component of monthly expenditure is likely to be for staff salaries. It 
is thus important that these transactions are carefully managed according to best 
practice procedures understood by all members of staff. The example below 
outlines some of these. 
 
EXAMPLE: MANAGING STAFF SALARIES 

• Personnel records for all staff members should be kept separately from 
pay records and checks will be made against them from time to time by 
the Chair of the governing body to ensure that there are no ‘fictitious’ 
employees. 

• All staff salary levels and grades should be approved by the governing 
body. Any re-grading of posts or changes to salaries must also be 
approved by this body, including annual incremental increases at the 
beginning of each new financial year 

• Where possible all salary payments should be made by bank transfer. No 
advances on salary or other loans can be made unless specifically 
authorized by the governing body. 

• Cash salary payments may be necessary in some locations, and must be 
signed for by the staff member. 

• All tax should be deducted at source and paid directly to the authorities by 
cheque. 

 
In addition, a salary sheet should be prepared monthly to show how the salaries 
paid were calculated (see below). The net pay figures on these must agree with 
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the figures for salaries paid, as shown in the relevant cash or bank books. Any 
salary deductions must be recorded on the salary sheet, including any advances 
paid to staff during the month. These will be deducted when calculating net pay. 
 

 
 
 
 
 
STAFF EXPENSES AND ENTITLEMENTS 
Staff may incur expenses when undertaking official work for the organization, 
especially when this requires travel away from the office. Normally staff who are 
authorized to travel for the organization will be given a cash travel float for which 
they must sign. However, clear limits need to be set on how much can be 
legitimately claimed from the organization and staff should understand that if they 
exceed these limits they will have to reimburse the organization from their salary. 
In addition, most organizations have some rules to govern the personal use of 
the organization’s telephone and computers, etc. The example below provides 
some guidance on how to manage staff expenses and other entitlements. 
 
 
EXAMPLE: STAFF EXPENSES AND ENTITLEMENTS 

• The line manager should ensure that costs incurred by staff in carrying out 
their duties for the organization are essential. Reimbursement will be of 
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the actual amount and not rounded up. Payment of expense claims can 
only be made to a staff member who provides the necessary receipts. 
(Some organizations find it easier simply to give staff who are traveling on 
official business a daily allowance for which they are not required to 
provide receipts.) 

• All staff travel and subsistence expense claims must be approved by the 
line manager whose expenses will be approved by the Executive Director. 
The travel and subsistence claims of the Executive Director will be 
monitored by the Chair or Treasurer of the governing body. 

• Staff who are out of the office on official business, approved by their line 
manager, are entitled to claim for non-alcoholic beverages and meals. If 
the absence is for a period of more than four hours they are entitled to 
claim up to a maximum of [specified amount] and for periods of more than 
seven hours the maximum value of the claim can be [specified amount]. 
For field trips requiring overnight stays away from the office, the maximum 
amount that can be claimed in expenses for a day is [specified amount] 
plus up to a maximum of [specified amount] a night for accommodation.  

• Unless authorized to do so by their line manager, staff are not permitted to 
use the office telephone for personal telephone, fax or internet calls. If 
they use the office telephone with authorization, they must reimburse the 
costs of any calls made. 

 
 
PURCHASING 
Procedures for purchasing are needed to ensure that the organization’s financial 
resources are always used for the correct purpose and that purchases made are 
for goods and services that provide the best value possible. Quotations from 
different suppliers of goods and services over a set price limit should always be 
requested (see quotation request form, below).  
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These are then compared for competitiveness (see summary bid analysis form, 
below).  

 
 
 
Before any supplies (above a specified cost) are purchased a supplies requisition 
form (see form below) should be filled in and authorized.  
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Once this has been approved a purchase order form should be completed (see 
form below). 
 

 
 
 
Once the goods have been received a confirmation of goods received form 
should be filled in (see form next ;page). 
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EXAMPLE: PURCHASING PROCEDURES 

• All anticipated expenditure must be authorized through an annual 
purchasing plan, prepared by the Executive Director at the same time as 
the budget and approved by the governing body as part of the annual 
business planning and budget process. 

• Expenditure must be authorized at the requisition stage, not after receipt 
of goods or services. Before any purchases or orders over [specified 
amount] are made, a purchase order form must be filled out. 

• Purchases or orders of between the sums of [specified amounts A and B] 
must be authorized by either the Executive Director or Accountant; those 
between [C and D] must be authorized by the Executive Director; those 
between [E and F] by one trustee signatory and those over [G] by two 
trustee signatories (one of whom must be the Treasurer). 

• Purchases of regular supplies or services are made from preferred 
suppliers only on the following basis: 
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o Their prices are competitive. 
o  Their products or services are of good quality. 
o  The NGO has a transparent relationship with suppliers and 

providers. 
o A comparative review of competitiveness (including reliability, etc) 

is undertaken by the Executive Director and approved by the 
governing body annually. 

• In the case of purchases over [specified amount] the Accountant or Office 
Manager must ask for quotations from at least three potential suppliers. 
The Executive Director will then sign for and approve the selected 
quotation. 

• All purchase transactions must be entered into the accounts and secure 
records kept by the Accountant and Executive Director. 

• All outgoing invoices for the organization must be drawn up by the 
Executive Director or the Accountant and copies must be kept on file. 

 
INSURANCE 
It is usual for the trustees to approve any necessary arrangements for insurance 
annually on the basis of a competitive quotation process. The Executive Director 
is then responsible for managing any insurance policies. The organization may 
be required to hold the following insurance and, if so, the insured amounts should 
be reviewed annually: office contents insurance, public liability, employer’s 
liability, trustees’ liability, vehicles. It is important to check employer’s liability. 
 
RECEIVING INCOME 
An organization will receive various types of income (for example, grants from 
funding bodies, donations, membership dues, repayment of travel floats or salary 
advances, etc). All income, whether by cheque or in cash, must be recorded on a 
pre-numbered, duplicate receipt voucher (see below for an example) which 
must be completed with the following information: 

• the date 
• the name of the person or organization paying in the money (cash or 

cheque) 
• explanation of why the income is being received 
•  the amount received 
• the budget code to be credited 
• whether the income is in the form of cash or a cheque. 
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Any relevant documents must be attached to the receipt voucher. The voucher is 
then signed by the person giving the money and the Accountant to say that the 
money has been received. The top copy of the voucher is kept by the person 
giving the money, as a receipt, and the second copy filed as the organization’s 
record. It is best if this information is recorded in a sequentially printed book of 
receipts with counterfoils. The details from the voucher must be summarized on 
the receipts side of the appropriate bank or cash book. The income must be 
received into the bank account. 
 
THE BUDGET 
As seen in Chapter 3 (Strategic planning), the annual budget is best developed 
from the annual team work plan which is closely related to the strategic plan. 
What is a budget? 
A budget is: 

• a plan for the coming year 
• a financial statement showing the organization’s activities 
• a forecast for the year showing areas of under-funding or weakness 
• a management tool for monitoring income and expenditure 
• a tool to aid fundraising. 

 
A budget should usually be developed according to the NGO’s financial year 
(annually). It is best to have one organizational budget that covers all the 
activities outlined in the annual team work plan. 
 
TIPS: WHAT TO LOOK FOR 

• It helps to scrutinize expenditure against the previous year’s budget: look 
for any areas of overspend or under-spend, and analyse the reasons for 
this carefully, to assess whether these items were wrongly budgeted in the 
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first place or whether they were over- or underspent because of 
unanticipated changes in programme activities, office or management 
costs.  

• Look at the organization’s annual team work plan and attempt to cost, as 
precisely as possible, the expenditure likely to come from its 
implementation (i.e. the activities planned). Look particularly at any 
planned changes in programme activities (for example direct grants to 
projects or partner organizations, workshops, staffing, office equipment 
and supplies) that will have implications for the year’s expenditure. 

• Analyse the known and anticipated income for the coming year in terms of 
the sums agreed or pledged by funding agencies and any other monies 
expected from donations, membership fees, or income generating 
activities. 

• Obtain estimates for any new items in the budget or for costs that may 
have increased since the previous year. 

 
The basic steps for developing a budget once this analysis has been completed 
are outlined below. 
 
How to develop an annual budget 
Every financial year proper and realistic estimates of the NGO’s income and 
expenditure will be made by the Executive Director with support from the 
Treasurer and Finance Committee and presented to the trustees. Some 
budgetary work is delegated, but final approval and authority lies with the 
Trustees. Trustees and staff have a duty to seek best value from the expenditure 
of the organization. As with strategic planning, preparing an annual budget 
requires thought and analysis, although probably less consultation and dialogue, 
if it is to reflect adequately the organization’s financial needs for the year ahead. 
It is helpful to refer to certain documents when undertaking the budget analysis 
and forecasting, as outlined in below. 
 
DRAWING UP THE BUDGET 

1. Define the parameters. What period will the budget cover (e.g. April 1-
March 31)? What currency will be used? 

 
2. Identify all direct expenses, indirect expenses and sources of income for 

the budget (but not yet their amounts). Divide them into the following 
categories and subcategories: 

o direct expenses (project staff salaries, project equipment and 
materials, project expendable supplies, and other project direct 
expenses) 

o  indirect expenses (salaries, office equipment and materials, office 
supplies, and other indirect expenses) 

o  income (include all sources, including membership fees, 
donations, grants from funding agencies, service contracts). 
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3. Code the items listed in Step 2. There are many ways to code budget 
items (e.g., see the sample budget, below). 

 
EXAMPLE OF A BUDGET 
TIME PERIOD: OCTOBER - DECEMBER 2008         CURRENCY USED: US$ 
Code Item October November December Total 
  EXEPENSES         
1000 Direct Expenses         
1100 Salaries         
1101 Project Manager 100 100 100 300 
1102 Trainer 75 75 75 225 
1103 Assistant Trainer 50 50 50 150 
1200 Project Materials         
1201 Shovels 25 25 25 75 
1202 Wheelbarrows 50 50 50 150 
1300 Expendable Supplies         
1301 Seeds 30 30 30 90 
1400 Other Direct Expenses         
1401 Transport 50 50 50 150 
1402 Water for planting Trees 5 5 5 15 

  Sub total for direct expenses 385 385 385 1,155 
            
2000 Indirect expenses         
2100 Salaries         
2101 Executive Director 250 250 250 750 
2102 Security 25 25 25 75 
2103 Cleaner 25 25 25 75 
2200 Office equipment and materials         
2201 Computer 1,500 0 0 1,500 
2202 Furniture 0 100 0 100 
2203 Others 25 25 25 75 
2300 Expendable supplies         
2301 Fuel for vehicle 25 25 25 75 
2302 Stationery 20 20 20 60 
2400 Other indirect expenses         
2401 Electricity 40 40 40 120 
2402 Rent 100 100 100 300 
2403 Water 10 10 10 30 
2404 Tea 20 20 20 60 
2405 Petty cash 35 35 35 105 

  Subtotal for indirect expenses 2,075 675 575 3,325 
  TOTAL EXPENSES 2,460 1,060 960 4,480 
            
3000 Income         
3001 Ministry of Environment 300 300 300 900 
3002 Oxfam 3,150 0 0 3,150 
3003 Local community 100 100 100 300 

  TOTAL INCOME 3,550 400 400 4,350 
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  BALANCE 1,090 -660 -560 -130 

 
 

4. Transfer the items to the budget itself. Be sure to include: 
expenses heading along the side of the worksheet 

• direct expense subheading 
` –  code and item titles 

– the actual direct expense items (from step 2) 
•    indirect expense heading 

–  code and item titles (same as under direct expense) 
–  the actual indirect expense items (from step 2) 

• Line for total expenses 
 income heading 

• actual income items (from step 2) 
• Line for total income 

 
5. Consolidate the figures. 

• Establish costs for each item based on the budget analysis 
and estimates. 

•  Calculate the sums across the rows and down the columns 
of the worksheet for the expenses. 

• Transfer income figures on to the worksheet. 
 
6. Calculate any surplus or deficit. Analyse the results. 
 
 
For many organizations the first draft of the annual budget will reveal a significant 
gap between planned expenditure and known or anticipated income. It is 
important that in the second draft the difference between these two sets of 
figures is zero. This form of ‘zero budgeting’ is by far the safest principle from 
which to work, but it is likely to mean taking items of expenditure that are lower 
priorities off the budget, at least until additional income is guaranteed. If the 
organization’s income base is weak or insecure, it is best to undertake a budget 
review and update quarterly so that, with the approval of the governing body, 
any new income and hence expenditure can be incorporated. The difference 
between income and expenditure in the overall budget should always be brought 
back to zero. 
The budget given above is an example of a quarterly budget of a small NGO. 
 
REPORTING AND MONITORING 
One of the key factors of organizational success and sustainability is a robust 
system of financial reporting and monitoring. Without this it is difficult to know 
what the overall financial position of the organization is, or how its resources are 
being used. Also, most funding agencies make such systems a requirement or 
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precondition of their funding. An organization that fails to monitor and report on 
its finances will be unlikely to attract the funding it requires. 
The finances of an organization can be monitored and reported in a number of 
ways. What follows are some best practice guidelines. 
 
Monthly financial return 
To achieve minimum best practice standards, the organization should produce a 
monthly financial return for the governing body, detailing financial movement in 
the previous accounting period. A best practice example of the documentation 
that an organization could put together to accompany this return is provided 
below. 
 
EXAMPLE: MONTHLY FINANCIAL RETURN 
The monthly financial return should include: 

• a checklist of all the documents attached with the return signed by the 
Executive Director 

• a narrative report (maximum one sheet of A4) highlighting all the major 
variances (for example five per cent over or under budget) and any 
significant risk factors 

• a summary of expenditure and income by account 
• a salary sheet 
• a bank reconciliation and cash count sheet 
• a breakdown of floats and loans outstanding 
• fixed asset register depreciation. 

 
 
Bank reconciliation 
Bank reconciliation should be compiled as part of the organization’s monthly 
accounts. The balance carried forward in the bank book is the bank balance 
from the organization’s perspective. A bank statement shows the balance from 
the bank’s perspective. The bank reconciliation compares the two, and identifies 
why they differ. One reason for discrepancies will be timing differences. 
 
For example, cheques written in the last few days of the month will take some 
time to clear and to show on the bank statements. However, they will already 
have been entered in the office bank book. Similarly, certain entries such as bank 
charges will appear on the statements before being entered in the bank book. To 
reconcile the bank account, it is usual to tick each entry in the bank book against 
those on the bank statement. Those entries not ticked are the items that need to 
be reconciled. 
 
 
Cash reconciliation 
The balance carried forward in the cashbook must agree with the amount of cash 
in the petty cash box. This must be checked by performing a cash count at the 
end of the month and completing the cash count form (see cash count form 
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above). Any difference must be explained, and the accounts adjusted 
accordingly. For example, small differences may arise because of slightly 
incorrect change. These small differences can be written off to miscellaneous 
expenses in the cashbook, so that the amount carried forward agrees with the 
amount in the petty cash box. However, it is advisable to define what is meant by 
‘small’ (specify ‘less than X amount’). 
 
Monitoring expenditure against budget 
Quarterly reports for submission to the governing body should be compiled to 
monitor expenditure against budget. See below for a sample of budget against 
actual spending report.  
 

 
 
The most important thing to highlight here is any variance in expenditure against 
budget: in other words, are there budget lines where the organization has 
overspent and, if so, by how much, or by what percentage? This can be seen by 
checking cumulatively the amount spent against the amount allocated in the 
budget to each category and subcategory. Although all accounts relating to 
projects will be included in the main accounting system, it is important to share 
this information with direct beneficiaries. 
 
 
Financial auditing 
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The audit is an extremely important element of financial reporting. In addition to 
an annual, external audit undertaken by a recognized auditor, it is 
recommended that an internal organizational systems audit should be 
completed at least twice a year. The person conducting the audit should be 
known to the organization, but independent of its administration and finances. 
 
To do the audit, the auditor should cover all main headings contained in the 
checklist below and record what he or she finds. Any errors found should be 
clearly explained together with a recommendation for corrective action. A first 
audit can be time-consuming, but subsequent audits are likely to take only a few 
days. When the auditor is finished, she or he should prepare a report of findings 
for the governing body with a list of recommendations. The Executive Director, 
guided by the governing body, is responsible for ensuring that the 
recommendations are implemented. 
 
 
CHECKLIST: FINANCIAL AUDIT 

• Budget 
• Procurement 
• Segregation of duties 
• Cash management 
• Cash advances 
• Petty cash 
• Financial reports 
• Bank accounts 
• Financial monitoring 

 
 
More guidance on how to conduct an audit is found in Chapter 7 (Office 
administration). 
 
FINANCIAL REPORTS: TIMETABLE 
It will be for the governing body to decide how it would like the quarterly accounts 
to be presented. For example, it may specify the following: 

• monthly budget against actual expenditure report for the previous 
quarter, comparing expenditure with the same quarter in the previous 
financial year, if appropriate 

• notes on the budget against actual expenditure report for the previous 
quarter, with explanations of any significant variances 

• a balance sheet as at the end of the previous financial quarter. 
 
The example below presents an example of good practice for which financial 
reports should be produced when and by whom. 
EXAMPLE: FINANCIAL REPORTING TIMETABLE 
 
MONTHLY 
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Bank reconciliation must be completed. 
Cash reconciliation. The Executive Director must authorize the petty cash 

account. 
The Executive Director must conduct a surprise cash count. 
The Executive Director must prepare a summary financial report showing any 

variances over five per cent, and will send this to the Treasurer for 
information and oversight. 

 
QUARTERLY 

• Quarterly financial returns must be prepared by the Executive Director 
and submitted to the governing body for scrutiny and approval. The 
financial reports must include a written document explaining variances 
from the budgeted amounts. These will be presented in a format to be 
periodically reviewed by the governing body. 

 
ANNUALLY 

• At the end of each financial year the Executive Director, guided by the 
Auditor, must prepare consolidated accounts for the past year. These will 
be considered by the governing body before the annual audit commences. 

• The Executive Director, other delegated staff and trustees will participate 
in any discussions with the Auditor concerning the draft audited accounts. 

 
It is a good idea to develop an annual financial timetable which details the tasks 
to be completed month by month, and who is responsible for doing what.  
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CHAPTER 7: MANAGING YOUR PERSONNEL  
 
Good people management is far less simple or straightforward than is often 
thought. This is because human beings remain the most complex species to 
manage and handle. This chapter provides guidance on how to develop a human 
resources management policy that includes the essential elements of managing 
people effectively, ensuring that they perform to their best and develop 
personally through their jobs. Some NGOs, especially local NGOs hire and fire at 
will without considering the implications. As with the financial procedures policy 
document, it is advisable to have a single human resources management 
policy document that brings together all the organization’s policies on the 
management and development of its people or human resources. This is very 
important, no matter how small the NGO may be. We believe at the end of this 
chapter you should be able to understand and appreciate the importance of 
having a good human resources management.   
 
Equal Opportunities and Diversity 
Most NGOs subscribe to principles of equal opportunities and nondiscrimination. 
These concepts are rooted in the commitment to ensure equality of opportunity in 
all matters relating to employment and conditions at work, and to a working 
environment and culture free from any form of discrimination. The idea of valuing 
diversity adds to these principles simply through a more active commitment 
towards the promotion of difference. In other words, an organization that values 
diversity will not only seek a culture and ethos in which discrimination and 
inequalities of opportunity are not tolerated, but will strive to ensure that it 
embraces and celebrates difference. 
 
A commitment to these principles can be written up in the form of a statement of 
good practice to be included, for example, in all employment contracts. It might 
read as follows: X organization is an equal opportunity employer. It is publicly 
opposed to any form of discrimination on the grounds of disability, sex, marital or 
parental status, age, race, colour, nationality, ethnic or national origins, religious 
belief and sexual orientation in all aspects of its work. It promotes and values the 
diversity of its staff and partners, and embraces this principle in its programme 
and organizational culture. An organization may wish to include other 
considerations in its definition of diversity. 
 
For example, if people living with HIV or AIDS suffer unfair treatment and undue 
discrimination in the country, an explicit provision relating to them may be 
included. It is also important to consider the purpose of making an explicit policy 
commitment to equal opportunities, non-discrimination and the promotion of 
diversity. The following exercise may help with this. 
 
 
EXERCISE: PURPOSE OF EQUAL OPPORTUNITIES POLICY 
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Review some policies that national and international governmental bodies and 
other local and international NGOs in the country have developed and consider 
what aspects of these the organization might emulate. 
 
Discuss the benefits such a policy might bring to the organization. For example, 
it could ensure that all employees receive the support they deserve to attain their 
full potential, to the benefit of the organization and its mission. 
 
Consider the importance of ensuring that staff members practice it in their 
behaviour at the office and in the communities they support. 
 
The organization may wish to state that it regards non-compliance with the policy 
gravely and that behaviour or actions against the spirit of the policy will be 
considered a serious disciplinary matter. In addition, the organization may wish to 
consider the following aspects for inclusion in the policy document and 
programme of work. 
 
ADDITIONAL FACTORS TO CONSIDER 
 
Monitoring the composition of the staff body 
Maintain confidential records of each employee and his or her racial or ethnic 
origin, gender, age and any disability, and continuously monitor this to ensure 
that the staff body comprises a good mix of people. 
 
Setting targets 
Some organizations set targets, for example for the number of women or people 
with disabilities whom they will seek to employ within a five-year period. 
 
Advertising vacancies 

• Simultaneously advertise all job vacancies externally and internally to 
ensure the broadest possible field of candidates. 

• Take steps to ensure that information about any employment vacancy is 
available and accessible to under-represented groups inside and outside 
the organization. 

• All vacancy advertisements should state the organization’s commitment to 
equal opportunities, non-discrimination and diversity. 

 
Selection and recruitment 
Take steps to ensure that selection criteria (job description, employee 
specification, competencies required for each job) demonstrate a commitment to 
diversity. 
 
Positive action 
For example, if the organization provides staff development and training 
opportunities, it might want to emphasize that under-represented groups within 
the organization will be encouraged to apply for these. Careful recording of the 
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reasons why applicants for job vacancies are rejected or selected can also be an 
important tool for creating a transparent approach to the selection and 
recruitment of staff. Stating in the policy that recruitment to all jobs will be strictly 
on merit will also indicate the seriousness with which the organization views 
these issues. 
 
These principles can be incorporated into all employment contracts and into the 
organization’s mission statement. The contracts can specify that if the new 
employee believes that he or she is being discriminated against on any grounds 
related to the policy, these concerns can be raised with his or her line manager 
or with a trustee to whom the governing body has assigned special responsibility 
for human resource issues. 
 
SELECTION AND RECRUITMENT 
One of the most important processes for any organization is the selection and 
recruitment of the right staff for the right jobs. Some issues in selection and 
recruitment that relate to equal opportunities, nondiscrimination and diversity 
have been covered in the previous section of this chapter. However, other 
aspects also warrant careful consideration because the calibre, experience and 
commitment of the staff employed by any organization are a key hallmark of its 
capacity to deliver its mission effectively. 
 
There are a number of steps to take when developing the selection and 
recruitment procedures for employing a new member of staff. These can be 
written up as a section of the human resource management policy document. 
Below are some guidelines on the steps to follow. 
 
 
STEP 1: ANALYSE ORGANIZATIONAL NEEDS 
The number and categories of staff that the organization needs to employ will be 
largely determined by the strategic plan. This will usually contain: 

• a section outlining in brief the number and types of staff needed for the 
organization to realise its strategic objectives 

• an assessment of any gaps between the staff needed and the existing 
staff contingent. 

 
If there are mismatches between the staff the organization already has and the 
staff it needs, the strategic plan may have suggested some priority areas for staff 
development or training to fill the gaps identified. 
 
However, as any organization develops and changes it will need from time to 
time to recruit new staff. It is important to remember that recruitment should be 
intimately linked to efficient programme delivery and effective management of 
financial and human resources. The greatest impact on the lives of beneficiaries 
or clients does not necessarily come from employing greater numbers of people, 
because each individual needs good management to perform effectively. 
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People management is a time consuming and complex business. Look carefully 
at what the organization really needs in terms of skills and experience before 
planning to employ new staff. Some organizations make the mistakes of 
employing on compassionate ground or self-pity and the resultant effect is failure. 
This has contributed in not achieving the desired result as expected by the 
organizations. It is therefore advisable to NGOs not to make such a mistake and 
employ competent and qualified personnel. It is important to take any proposals 
for the employment of new staff to the governing body for approval before 
starting a selection and recruitment process. The trustees will need to assess the 
proposal against both the financial resources available to the organization and its 
strategic aims. 
 
STEP 2: DRAW UP A JOB DESCRIPTION 
Once the governing body has agreed that the employment of a new staff member 
is affordable and necessary for the organization to better deliver its mission and 
realise its strategic objectives, it will need to draw up a job description and 
person specification. The more precisely the job description spells out the 
rationale for the new post; identifies its specific responsibilities; and defines the 
skills and experience required, the easier it will be to ensure that the right person 
is found for the job. Below are some points to consider when designing a job 
description. 
 
THE JOB DESCRIPTION 
A job description might include the following elements: 
 
Background and rationale of post 
How does the post relate to the realization of the organization’s mission 
statement and its strategic objectives? 
 
Specific responsibilities 
What precisely is the post holder expected to do? 
 
Person specification 
What are the specific competencies, skills and experience needed to deliver the 
specific responsibilities? 
 
Contract period 
Will the NGO offer the successful candidate a fixed term contract (e.g. two years 
subject to continued funding) or an open ended contract (e.g. permanent subject 
to satisfactory performance and appraisal outcomes)? 
 
If the organization already has a full staff complement and the strategic analysis 
shows that it does not, at this stage, need to employ any new staff, it will still be 
important to do the following: 
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• Draw up job descriptions for every person on the payroll regardless of the 
level of the post or the number of hours the post holder works (including, 
for example, an office cleaner who works only three hours a week). 

• Review each person’s job description annually to make sure that it 
continues to reflect accurately the work plans of the individuals concerned. 

 
From time to time it may be necessary to modify or update a job description. If 
this is done during a contract period, care must be taken to ensure that the 
elements of the revised job description still add up to the same post. If they 
suggest a new type of post, it will be necessary to consider initiating a new 
selection and recruitment process and issuing a new contract of employment. 
 
Any minor changes to a person’s existing job description should be discussed 
and agreed with the employee concerned during his or her annual performance 
appraisal. 
 
A good time to make more significant changes to a particular job description, or 
indeed post, is when the existing post holder leaves the organization. Such 
changes may also be called for if the strategic planning process suggests the 
need for a more fundamental overhaul of the staff complement. However, a 
major restructuring process will place heavy demands on all concerned and 
should therefore be considered only with the full backing of the governing body. 
 
STEP 3: ADVERTISE THE VACANCY 
In most cases it is good practice to advertise a post widely both internally within 
the office, and externally within the wider stakeholder and partner community and 
beyond. It is not always essential, however, to advertise a vacancy externally if 
the vacancy offers an opportunity to promote an existing member of staff. 
However, the process should be open and transparent, whatever the post 
advertised. To advertise a vacancy externally a job advertisement will be needed. 
This should provide a succinct summary of the job description and a brief 
statement about equal opportunities and diversity. The tips below may help 
decide where and how best to advertise a vacancy. 
 
ADVERTISING A VACANCY 

• Advertise the post within the organization, making it clear that the 
opportunity to apply is open to all employees who believe that they have 
the necessary competencies, skills and experience. 

• Compile a list of partner organizations, other NGOs, international 
NGOs, etc and send a letter together with the advertisement and job 
description to the Director or person responsible for human resources in 
these organizations. Ask them to post the advertisement on their notice 
boards and make the vacancy known to others in their organizations. 

• Consider the costs of placing a job advertisement in local magazines and 
newspapers, or in the national and possibly regional or international press. 
The more senior the post, the wider the field should be. 
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• Ask the staff and governing body members to share the advertisement 
flyer and job description with organizations and individuals who they think 
might be interested. 

 
 
 
Be sure that everyone knows that the selection and recruitment process will be 
open and fair. If individuals are approached directly and encouraged to apply, it is 
particularly important to ensure that they know they enjoy no unfair advantage. 
 
STEP 4: THE SELECTION PANEL 
The selection panel needs to be of high quality if every applicant is to have the 
same consideration and opportunity. Some factors to consider are outlined 
below. 
 
THE SELECTION PANEL 

• Usually the governing body will be responsible for the selection and 
recruitment of the Executive Director. 

• For most other senior and middle level posts it is important to invite at 
least one member of the governing body to sit on the panel together with 
the Executive Director. Some organizations do this regardless of the level 
of post they are seeking to fill. 

• At least one other member of staff should be on the panel and this 
responsibility is best rotated, so that all employees have the opportunity to 
develop selection and recruitment skills. 

• It can also be helpful to have the perspective that an external person can 
bring to the process. Such a person might be a representative of a partner 
organization, an international or local NGO or another body. 

 
The choice of panel members will be influenced by the nature of the post 
advertised. It is important to ensure that the selection panel represents a good 
mix of people in terms of gender, age, ethnic group and so on. If the selection 
panel itself is not diverse it will be more difficult to meet a commitment to 
promoting diversity. 
 
STEP 5: SELECTION CRITERIA AND SHORTLISTING 
If the skills and experience the organization is looking for are clearly specified in 
the job description the task of the selection panel will be easier. 
 
SHORTLISTING CANDIDATES 

• It is advisable for the panel to discuss the ‘essential’ and the ‘desirable’ 
competencies, skills and experience together and compile a written list, so 
that as they go through each application individually they can score the 
results to share with other members of the panel. 
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• Once this has been done the scores each member of the panel has come 
up with can be compared to compile a list of between four and eight 
shortlisted candidates. 

• Any disagreements among members of the panel need to be aired and 
discussed fully with a view to reaching consensus, but usually the 
recruiting manager has the final word. 

 
STEP 6: INTERVIEWING 
There are no hard and fast rules about how to design an interview process. 
This will be influenced by the nature of the post and the precise skills and 
experience needed. However, every shortlisted candidate should go through the 
same process, for the sake of fairness. It is good practice to inform candidates 
what form this will take before the interview date, so that they can prepare 
themselves. 
 
EXAMPLE: POSSIBLE COMPONENTS OF AN INTERVIEW 

• A finance test is a written exercise designed to test the candidates’ 
financial aptitude and should be designed by someone with financial 
expertise. 

• A written test can be an essay on a particular topic or in answer to a 
specific question. It is designed to test the candidates’ skills in written 
communication, analysis and strategic thinking. 

• In a panel interview, two or more panel members can use a 
predetermined set of questions designed to test the relevance of the 
candidates’ skills and experience to the post. 

• An individual interview can be conducted by one person with each 
candidate to examine, for example, personnel issues such as willingness 
to travel if this is part of the job, etc. 

• In a group exercise, all the candidates can be given a topic to discuss in 
a group. This can help the selection panel assess team working and group 
interaction skills. 

• If the post requires communication with the public, candidates can be 
asked to make a five-minute presentation to the interview panel on a 
particular topic. 

 
It is important to have a grading system for each test, so that the interview 
panel can assign marks to each candidate and select the person with the highest 
marks. For example, each test could be graded: excellent, average, and poor; or 
A, B, C; or 1, 2, 3. In tests which contain a number of questions, such as the 
panel interview, each question can be graded using the same system. It is easier 
if interviewers have a sheet on which to grade each candidate’s marks. It is best 
if each member of the selection panel fills out a sheet (like the one below) 
independently, during or directly after each candidate has been interviewed. 
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EXAMPLE: INTERVIEW GRADING SHEET 
 
CANDIDATE NUMBER OR NAME: 
 
TEST/EXERCISE GRADE/MARK COMMENTS 
Presentation     
Panel Interview*     
Written Test     
Overall Marks/Grade     
Overall Comments/Observation 

* Grade given for each question 
 
STEP 7: SELECTION 
Once all the candidates have been through the interview process, the embers of 
the panel should meet to compare the grades they have given ach candidate and 
any comments or observations they have noted. It is important to note any 
significant variations in the grades given by different panelists to each candidate. 
 
For example, Candidate 1 may have been given an overall grade of A/B by one 
panelist and C/D by another. This may simply be because the panelist tends to 
mark high and the other low. It may also be because the two panelists picked up 
different things from the interview process, in which case these differences need 
to be discussed. 
 
It is not usually difficult for the panelists to reach consensus about which 
candidate performed best and should thus be offered the job. However, if it is 
difficult to reach a decision it may be advisable to have a preliminary discussion 
at the end of the process and then reconvene the following day to look at the 
assessments afresh. Ultimately, however, it is the recruiting manager’s 
assessment that counts. So, for example, if the organization is looking for a 
receptionist and the Office Administrator is the recruiting manager, the Office 
Administrator’s view will win out. 
 
STEP 8: INFORMING CANDIDATES 
It is extremely important to give ALL the candidates who have participated in a 
selection process feedback on their performance, whether they have been 
successful or not. To do this, notes taken during the process will need to be 
written up clearly and kept on file for some months. 
 
In most cases it will be possible to select the best candidate for the post and to 
make him or her an offer of employment. However, occasionally the process will 
result in a failed recruitment because none of the candidates performed well 
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enough or seemed right for the post. The organization will then have to consider 
re-advertising the post and going through another selection process. 
 
STEP 9: EMPLOYMENT OFFER 
It is quite common for an organization to make a new employee an offer of 
employment that is subject to receipt of satisfactory references. Two references 
should normally be sought, at least one of which should be from the candidate’s 
line manager in their previous job. Referees could be supplied with the 
appropriate job description and asked to comment on the candidate’s suitability 
for the job. Some of the terms and conditions considered below are specified in 
the letter of appointment which is usually sent to the new employee once he or 
she has accepted a verbal offer of employment, before he or she formally signs 
an employment contract. 
 
LETTER OF APPOINTMENT 
A letter of appointment usually: 

• states the rate of pay and specifies when salaries are paid (e.g. monthly 
in arrears on the last day of each month) and how they will be paid 
(preferably by bank transfer) 

• outlines any tax or other statutory requirements, etc 
• gives details of the probation period 
• provides details of any increments to be awarded (e.g. on the first of April 

each year, after six months’ service) until the staff member has reached 
the maximum for the grade and provided he or she is NOT involved in any 
disciplinary procedure. 

 
STEP 10: CONTRACT OF EMPLOYMENT 
An employment contract is an important document and the new employee should 
be advised to: 

• read it carefully 
• query anything that they do not fully understand with the recruiting 

manager 
• keep a copy of the contract in a safe place. 

 
In addition to an equal opportunities statement and any preconditions of 
employment, the contract will usually include information about terms and 
conditions of service. Some terms and conditions will be specified in the contract 
(see below for guidance on which ones). Others can be included in the 
organization’s human resources management policy document, which can then 
be referred to in the employment contract. 
 
TERMS AND CONDITIONS OF SERVICE 
Terms and conditions include a number of aspects: 

• Induction and probation 
• Hours of work and core hours 
• Salary structure and remuneration 
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• Subsistence and travel expenses 
• Sick leave and sick pay 
• Maternity and paternity provisions 
• Annual leave 
• Compassionate leave 
• Secondary employment 
• Notice period 

 
INDUCTION AND PROBATION 
It is normal for an employment contract to specify the details of induction and a 
probationary period of employment. It is important to ensure that new members 
of staff start off on the right footing. A well planned induction process can make 
all the difference. The more senior the post, the more time and thought will be 
required. However, ideally all new staff should receive the elements of induction 
outlined below, although less senior staff will probably become acquainted with 
the programme on the ground only at a later stage. 
 
DOCUMENTATION  

• A copy of the job description and employment contract 
• Copies of the governing document, the strategic plan, the annual team 

work plan, the organizational chart, the latest annual review and any other 
documents relevant to the post 

• Copies of the financial procedures policy (see Chapter 6: Organizational 
Financial management) and human resources policy document or relevant 
sections of these. 

 
BRIEFINGS  

• A briefing session with the governing body Chair or another trustee 
• A briefing session with the Executive Director or another senior member of 

the team 
• Briefing sessions with staff members whose work is linked in some way to 

that of the new post holder 
• A briefing session with the persons responsible for human resources and 

finance. 
 
PROGRAMME VISITS 

• For programme staff, a community visit to talk with beneficiaries and/or a 
briefing session with members of the organization’s target group. 

 
It is a good idea to allow new members of staff a set period of time, a 
probationary period, in which they can decide whether the post is right for them 
and the management can decide if the new staff member is up to the job. The 
details of the probationary period and its implications are normally spelled out in 
the employment contract. See the example below. 
 
EXAMPLE: PROBATION PROVISIONS 
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• The first six months of employment are probationary. 
• During this time the employee is expected to demonstrate his or her 

suitability for the job and to participate in an interim performance 
appraisal. 

• A performance review will be conducted at the end of the six months. 
This will recommend one of three things: 

o that the appointment is confirmed and that the contract will 
continue, or 

o that the probationary period should be extended (for a maximum of 
another 8 weeks), or  

o that the employment should be terminated. 
 
HOURS OF WORK AND CORE HOURS 
Hours of work are also specified in the employment contract and should reflect 
the practice of other employers in the locality (for example, 38 hours a week, 
Monday to Friday, excluding one or two hours’ break for lunch; or 40 hours a 
week, Monday to Saturday, with a half-day on Saturday, etc). Below outlines a 
number of options that the organization may wish to consider. 
 
FLEXIBLE WORKING HOURS 

o Assess the relative costs and benefits of flexible working hours. 
 
OVERTIME WORKED 

o Decide on a policy for additional hours worked by staff. 
 
PART-TIME STAFF 

o Discuss the advantages and disadvantages of employing part-time staff. 
 
WORKING FROM HOME 

o Decide the policy on staff working from home. 
 
It is important to consider whether or not some flexibility will be allowed on core 
office hours. 
 
For example, some organizations require that all staff be in the office (unless 
they are on authorized travel) between the hours of X and Y; they can fit their 
remaining contract hours into the working day or week around this as they 
choose. For example, they can come into the office early and leave early. Other 
organizations expect all staff to work the same hours. 
 
The relative costs and benefits of flexibility versus a more routine structure need 
to be carefully considered. If some flexibility is allowed as a matter of policy, it is 
essential to have clear guidelines about whose authorization is required and how 
staff time will be recorded and monitored. 
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Another complex question is whether the organization will pay members of staff 
who are required by their manager to work additional hours of overtime or give 
them time off in lieu (TOIL) in compensation for this. Think about how this 
additional pay or time off will be recorded and by whom. 
 
In addition, the organization will need to have a policy to deal with weekend (or 
Friday) work by members of staff who are required, for example, to undertake 
field trips. Are these individuals entitled to a rest and recuperation day on return 
from the trip? Consider also whether this time can be saved up or must be taken 
immediately after the person returns. 
 
For any arrangements concerning time off in lieu or rest and recuperation, the 
policy will need to be clear about who decides what is appropriate in various 
circumstances. Some organizations have a rule that an agreement between the 
employee and line manager must be made in advance at a monthly 
supervision meeting, for example. The organization may also wish to specify 
that TOIL should not be unreasonably accumulated. For example, the maximum 
period taken as TOIL at any one time should not exceed more than one working 
week. Staff wishing to exceed this limit should first obtain the permission of their 
line manager or, in the case of the Executive Director, the Chair of the governing 
body. It can also be specified that all TOIL should be taken before the end of an 
employee’s yearly contract date. 
 
An organization will need to provide some guidance about hours of work for part-
time members of staff. It may also wish to stipulate the importance of flexibility, 
for example for participation in a meeting that demands the presence of all staff. 
Last but not least it is sensible to have some rules about whether or not members 
of staff are permitted to work from home and whose authorization is required for 
this. It is important to bear in mind that the more flexibility the organization allows 
over working hours, the more complex monitoring and record keeping will 
become. 
 
SALARY STRUCTURE AND REMUNERATION 
To ensure equity and transparency, it is advisable to design a salary structure 
which contains the following elements: job grade; starting salary; years of 
service; annual increment. Annual increment is a specified percentage per 
annum every year for up to five years of continuous employment, and a different 
percentage for every year after the employee has worked for more than five 
years. 
 
 
SUBSISTENCE AND TRAVEL EXPENSES 
Most NGOs have a number of staff members who are required to travel away 
from the office as part of their job description. At such times they will need cash 
to pay for vehicle fuel, meals and sometimes accommodation. Procedures for 
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dealing with subsistence costs and travel expenses (see organizational financial 
management) should be summarized in the employment contract. 
 
SICK LEAVE AND SICK PAY 
When determining the organization’s policy towards sick leave and pay, it is 
important to consider both any local legislation and the practice of other 
employers with a good reputation in the sector. Absence owing to sickness can 
be a major drain on an organization’s resources, so it is important to ensure that 
it is only taken legitimately, disrupts the work of the organization as little as 
possible and does not harm the employee. Below is an outlines of key 
procedures to consider for sick leave. 
 
PROCEDURES: SICKNESS ABSENCE 

• Notification of absence from work 
• Recording sick leave taken 
• Managing return to work after sick leave 
• Documentary evidence of sickness 

 
It is important to have some rules governing whom staff members must notify if 
they know that they are going to be absent from the office. Some organizations 
specify that notice must be given within a specified time frame. For example, this 
might be not later than three hours after the employee’s normal start time. 
However, such a rule might be difficult to enforce when staff members do not 
have a telephone at home. 
 
Some organizations use a notification of sickness absence form which the 
staff member concerned must complete and forward to his or her manager on 
return to work. This can be kept on file as a record. Another question to consider 
is how the organization will ensure that any sick leave taken was legitimate and 
that it will not continue to have adverse effects on either the staff member or 
her/his work once s/he has returned to the office. Some organizations have a 
policy that requires the person concerned to attend a return to work after 
sickness interview with their line manager to ensure that any necessary follow-
up action is taken and that they are well enough to return to work. Some 
organizations require documentary evidence of sickness when the leave taken 
exceeds a certain number of days. 
 
For example, some organizations require a medical certificate or official letter 
from the individual’s doctor (or hospital) after an absence of, for example, seven 
days. In addition, if sickness continues, a final statement giving the date on which 
the employee will be fit to resume work may be required. 
 
It is good practice to ensure that employees do not lose pay when they take 
absence from work owing to sickness or injury. The organization will need to 
consider the issue of sickness pay from the perspective of both local legislation 
and good practice, and from the resources it has available. It is sensible to 
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develop some basic scales to govern these payments. It is also essential to 
make sure that a contingency fund is planned in the annual budget (see 
Managing finances). 
 
EXAMPLE: SCALES FOR SICK PAY 
YEAR OF SERVICE  FULL PAY   HALF PAY 
One year           One month        Two months (after four months’ service) 
Two years           Two months   Two months 
Three years           Three months   Three months 
Four years           Four months   Four months 
Five years           Five months   Five months 
More than five years     Six months   Six months 
 
MATERNITY AND PATERNITY PROVISIONS 
Most organizations will have some maternity provisions in their human resource 
management policy document. However, while it is best practice to have a 
maternity policy, the precise content of it will be influenced by local legislation 
and the practice of other NGOs. Some of the procedures to consider are 
presented below. 
 
MATERNITY PROVISIONS 

• Rules governing when a woman who becomes pregnant must inform the 
organization and whom she should inform (for example, her line 
manager). 

• A procedure for assessing that it is safe for the woman to continue with 
her normal duties and to discuss maternity provisions. 

• Guidelines about how long the employee must have been in continuous 
employment with the organization to qualify for maternity leave (both paid 
and unpaid) and time off for ante-natal care, etc. 

• Rules outlining the maximum number of days or weeks of maternity leave 
that can be taken and, if it is paid, the rate of pay that the organization 
gives. 

• Rules concerning the earliest time at which maternity leave may be taken 
according to the baby’s due date, and the advance notice required; similar 
rules about when the woman must return to work (if she intends to do so) 
and how much notice of this she must give. 

• A woman who decides not to return to her post after the birth of the child 
would normally be expected to offer her resignation according to the 
standard procedure. 

 
Some organizations include entitlements to leave and pay for a staff member 
who becomes an adoptive parent. A provision for this may be included in the 
policy. In addition, paternity or partner leave may be offered to a staff member 
whose partner has had a baby so that he can be present at the time of the child’s 
birth and for some days afterwards. This leave is sometimes also paid, but any 
additional paternity leave is unpaid and considered on request. 
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It is good practice to make provision in the annual budget for at least one 
maternity and paternity leave package a year, more if the number of staff 
employed is large. 
 
ANNUAL LEAVE 
From the interview conducted, it was discovered that most local NGOs in 
developing countries do not observe annual leave. It’s only national and 
International NGOs that allow her staff to enjoy annual leave. Though, some 
organizations calculate each employee’s leave entitlement year from the date the 
contract started. Others define the same leave year for all staff as January to 
December or April to March. In the latter case, it will be necessary to give annual 
leave proportionally (pro rata) to members of staff who started or ended a 
contract with the organization mid-way during the leave year. This is also usually 
done for staff who work part time or less than full time. The number of national 
holidays additional to annual leave will also need to be decided, as will the basis 
on which these entitlements are calculated for part time staff on a pro rata basis. 
In determining the annual holiday leave that members of staff are entitled to it is 
helpful to develop a scale that reflects the individual’s length of service with the 
organization. 
 
EXAMPLE: ANNUAL LEAVE 
Below five years   More than five and  More than 10  
             five years of service 
of service          less than 10 years’ service   
Grades 1-3  22 days  Grades 1-3     25 days    Grades 1-3    30 days 
Grades 4-6  20 days  Grades 4-6     23 days    Grades 4-6    26 days 
 
To avoid a situation where staff accumulate large amounts of backdated leave it 
is wise to have a policy which states how many days of annual leave from one 
year may be carried over into the next and how quickly the balance must be 
rectified. 
 
For example, the organization may say that up to 25 per cent of leave days can 
be carried over for up to three months of the next annual leave year. If they have 
not been taken by this time, they will be forfeited. 
 
To ensure that the effectiveness of the programme, organization and team work 
is not jeopardised by staff taking their annual leave at the same time or in a 
particularly busy period, the organization will need a procedure to authorize 
leave. This is usually done through an application for leave form that is signed 
by the direct line manager and possibly also by the Executive Director or 
governing body Chair. It is helpful if staff plan and apply for their leave days with 
as much advance notice as possible, although this may not always be feasible. 
 
COMPASSIONATE LEAVE 
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Many organizations have a policy to govern compassionate leave, which is time 
off work for special reasons. It is essential to define what this means clearly. 
 
For example, does it cover employees who suffer the death or serious illness of 
a partner or child? How will ‘a partner’ and ‘a child’ be defined in the policy? 
 
 
 
SECONDARY EMPLOYMENT 
Although part-time staff may have a second employer this practice is best 
discouraged among full time employees. The policy document and employment 
contract might state that staff must obtain the permission of their line manager 
and/or the Executive Director before taking up additional employment, even on a 
short term basis. All employees should be clear about their contractual 
obligations and should not take external employment which: 

• conflicts with the organization’s interests, or 
• may bring the organization into disrepute, or 
• puts their health at risk. 

 
NOTICE PERIOD 
Inevitably in any organization there will be employees who voluntarily decide to 
leave an organization and circumstances in which the organization will need to 
dismiss a person because of poor performance or for other reasons. The human 
resource management policy document should explain the procedures for 
resignation and dismissal from employment. It is important to consider the factors 
outlined below. 
 
RESIGNATION AND DISMISSAL 

• What is the procedure an employee must follow if s/he wishes to resign 
from her/his post? 

• How much advance notice does the employee need to give the 
employer so that the resignation does not leave a post vacant for longer 
than necessary and to ensure that there is no unnecessary loss of salary? 

• How much advance notice does the employer need to give the 
employee so that s/he can make the necessary preparations to leave and 
the organization can find a replacement? 

• What is the procedure for dismissing an employee for reasons other 
than those resulting from a disciplinary procedure? 

• What is the procedure for dismissing an employee as part of a 
disciplinary process? 

• Under what circumstances does the employee have the right to a 
recommendation or reference when leaving the organization? 

 
 
EXAMPLE: NOTICE PERIOD REQUIRED 
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JOB CATEGORIES    JOB GRADES    NOTICE PERIOD 
Titles     1-3    Three months 
Titles     3-6   One month in Year 1 of employment 

and two months thereafter 
Titles     6-9             One month 
 
KEY PRINCIPLES 
1. Assess the benefits for the organization 

• What are the main benefits of performance management for the 
organization? 

• What are the main benefits of performance management for the 
individuals the organization employs? 

 
2. Agree on key processes 

• How will the organization ensure that the performance management 
system adopted is fair, transparent and accountable? 

• Who will be responsible for reviewing the performance of the Executive 
Director (for example, the Chair of the governing body)? 

• Will the Executive Director delegate responsibility for reviewing the 
performance of more junior staff to others in the office? How will the line 
managers give feedback on junior staff performance to the Executive 
Director? 

 
3. Agree on reviews 

• When will annual performance reviews and interim reviews with staff take 
place? 

• Will the agreed outcomes of all reviews be kept on the individual staff 
member’s file or will the interim reviews simply be more informal than the 
annual review? 

 
4. Discuss preparation 

• How will staff prepare themselves for performance reviews? 
• Does the organization have the necessary skills to implement a 

performance review system or is training required? 
• How might such training be acquired? 

 
For the smooth running of the organization it is advisable to define as clearly as 
possible the period of notice required for members of staff who have satisfactorily 
completed their probationary period. It is fairest if the same period of notice is 
required from both parties (employer and employee), except in cases of 
dismissal for gross misconduct as part of a disciplinary procedure, where the 
process differs. 
 
 
PERFORMANCE MANAGEMENT 
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How employees are managed is one of the most important determinants of the 
organization’s success and programme impact. It is thus essential that the 
organization discusses and agrees the core elements of the performance 
management system that will be used and documents them clearly in the human 
resource management policy document. 
 
Principles 
It is important to look at the principles of performance management that the 
organization wishes to follow. Below are some questions to consider. 
What is performance management? 
Performance management can be defined in different ways, but it usually 
comprises three core elements: 

• The day-to-day management of an individual’s performance to ensure 
that what needs to be achieved is achieved effectively and on time. It 
requires good two-way communication between an individual employee 
and his or her line manager, and positive and critical feedback about how 
well the work is going. 

• Performance review or appraisal to assess if each employee is 
performing in his or her job according to clearly defined objectives or an 
agreed work plan. These reviews are usually held once a year, with 
interim appraisals either monthly or quarterly. 

• Staff development through which each employee’s existing skills, 
knowledge and experience are developed so that he or she performs as 
effectively as possible in the job. 

 
Addressing poor performance 
Most individuals perform to their best in a management system that is supportive, 
fair, and transparent and open. But one of the most difficult issues to deal with is 
the poor performance or under-performance of a staff member. 
 
ADDRESSING POOR PERFORMANCE 
The line manager is responsible for making sure that the employee: 

• knows what aspects of his or her performance must be improved, how and 
by when 

• understands how achievement of the necessary improvement will be 
assessed and measured 

• is clear about who will provide help or support 
• agrees on a date on which to review progress. 

In addition the line manager will: 
• ensure that improvements are acknowledged (verbally and in writing) 
• review the individual’s work to ensure that progress is maintained. 

 
If the line manager responsible notes any aspect of an individual’s poor 
performance during day-to-day management of that person, the manager should 
raise these issues openly and frankly in the monthly or quarterly interim 
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appraisal. There will then be few surprises for either party in the annual appraisal 
or review process. 
 
What is an annual performance review? 
Usually the annual performance appraisal or review includes the elements 
highlighted below. 
 
THE ANNUAL PERFORMANCE APPRAISAL 

• An assessment of the overall performance of the individual during the 
previous year in terms of his or her key responsibilities and agreed 
objectives or work plan. 

• A review of each objective or of the different components of the 
individual’s work plan. 

• A discussion about the individual’s performance highlighting areas of 
particular achievement or strength and those that need improvement or 
further development. 

• An opportunity for the employee to give the line manager feedback on his 
or her management and support of the employee over the year and any 
areas of tension or potential difficulty. 

• A discussion of the employee’s development needs for the year ahead 
based on his or her new objectives or work plan. 

 
How to deal with disagreement 
Where there is open, transparent and honest communication on performance 
issues between an employee and her line manager throughout the year, there 
will usually be little disagreement over the points discussed during the annual 
performance review. However, this is not always the case. 
 
It is important to invest some time and energy in resolving any disagreement by 
talking about where the difference of opinion lies and sharing information that 
‘proves’ or ‘disproves’ the performance or behaviour around which the 
disagreement revolves. If this does not lead to greater consensus, then the 
employee should understand that she may take the issue to her line manager’s 
manager. In the case of the Executive Director, this will be the governing body 
Chair. Lastly, if all else fails the person who perceives himself to be the injured 
party may wish to use the formal grievance procedure outlined in section 5.7 
below. 
 
 
RAISING CONCERNS AT WORK (GRIEVANCE) 
In some cases performance and other issues cannot be resolved through 
dialogue, but require more formal procedures. It is important for an organization 
to have a policy on how staff can raise concerns at work. Staff members need to 
understand how to use it if they need to. In the past all the strands of such a 
policy fell under the title of a ‘grievance policy’. In today’s more complex and 
aware world, it is recognized that some issues, such as bullying and harassment 
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at work, cause grievance of a particularly difficult nature. Hence a new and more 
innovative approach to employees’ concerns in the workplace is developing in 
the public, private and ‘not for profit’ sectors. 
 
Why is it important to have a grievance policy? 

• Having a grievance policy enables employees to raise concerns at work 
more easily, whether these concerns are about their own employment or 
about other aspects of the organization’s operations. 

• Such a policy reflects the organization’s commitment to the highest 
possible standards of openness, probity and accountability. In line with 
that commitment employees with serious concerns about any aspect of 
the organization’s work are encouraged to come forward and express 
them. 

 
To whom do employees air a grievance? 
In the vast majority of cases employees who have concerns should be advised to 
share these with their line manager in the first instance. The employee 
concerned must be assured that the line manager will treat the concerns 
seriously and deal with them promptly. In special circumstances, however, this 
course of action may be inappropriate and therefore the policy should state that 
the employee may approach a member of the governing body. 
 
When should an employee raise a concern? 
It is important to promote good employee relations by encouraging employees to 
raise concerns about matters affecting their employment at an early stage. It is 
also important to emphasise that the organization will provide all reasonable 
protection for employees who raise genuine concerns in good faith. Staff must be 
assured that if they raise a concern in good faith that is not subsequently 
confirmed by investigation, no action will be taken against them. If, however, it is 
the considered view of the relevant manager or the governing body Chair that an 
employee has raised a concern frivolously, maliciously, or for personal gain, it 
must be emphasised that disciplinary action may be taken. 
 
What is ‘whistle blowing’? 
Any serious concern an employee may have about any aspect of the 
organization’s work or about the conduct of other employees, trustees or others 
acting on behalf of the organization, should be reported. It is important at a policy 
level to be very clear about what such concerns mean in practice. In the following 
example, a serious concern is seen to relate to one of three things. 
 
EXAMPLE: DEFINITION OF A ‘SERIOUS CONCERN’ 

• It is against the organization’s policies. 
• It falls below established standards of practice. 
• It amounts to improper conduct, including something that is believed to be: 

o against the law 
o a health and safety risk 
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o damaging the environment 
o misuse of donated money 
o corruption or unethical conduct 
o abuse of clients or service users. 

 
These concerns must be treated in confidence and every effort must be made to 
protect the identity of the employee raising the concern if he or she so wishes. 
However, the employee may be required at the appropriate time to provide a 
statement or act as a witness. Concerns expressed anonymously are normally 
NOT investigated unless the relevant manager and the governing body agree 
that there is sufficient evidence to proceed. 
 
DISCIPLINARY PROCEDURES 
Employees of the organization are expected to preserve its good reputation at all 
times and to show the highest standards of behaviour while in its employ. This is 
particularly important for organizations established to promote the rights and 
needs of those who are less fortunate in society. Here staff conduct must at all 
times be beyond reproach. Before starting work with the organization all new 
employees should be urged to familiarise themselves with the disciplinary 
procedures. These should apply to all employees regardless of seniority or 
grade. 
 
The questions below provide a guide for discussion and decision making on 
disciplinary procedure. 
 
A DISCIPLINARY PROCEDURE 
What is the purpose of a disciplinary procedure? 
It is designed to: 

o Help an employee whose conduct or performance gives cause for 
dissatisfaction to improve the situation. 

o Clarify the rights and responsibilities of managers and employees. 
o Encourage effective managerial support, thereby reducing the need for 

formal disciplinary action. 
 
When is the procedure used? 
The main areas which might involve the use of the disciplinary procedure are: 

o issues of competence 
o misconduct 
o gross misconduct. 

 
How does a disciplinary procedure work? 

o All stages of the procedure must be carried out as quickly and carefully as 
possible in the interests of all concerned. 

o Employees may be suspended on full pay for purposes of investigation or 
for the protection of other individuals. 

o Disciplinary measures might include any one or more of the following: 
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i. verbal warning 
ii. first written warning  
iii. final written warning 
iv. loss of pay 
v. demotion 
vi. transfer 
vii. dismissal with or without notice. 

 
What are the employee’s rights? 
At each stage in the procedure employees have the following rights: 

o to be informed of the complaint against them 
o to state their case and call witnesses if necessary 
o to be accompanied by a friend, or work colleague 
o to be given a written reason for any decision taken 
o to have access to all relevant records and correspondence on file 
o to use the appeals procedure. 

 
Appeals 
It is important that the disciplinary procedures policy allows employees a right of 
appeal against any disciplinary decision. Such appeals should be made in writing 
as promptly as possible (for example, within 10 working days of written 
notification of a disciplinary decision). If an employee’s appeal is to receive a fair 
hearing it is also important to establish an appeals panel which the governing 
body can ask to review the case. 
The appeals panel should not have been involved in the disciplinary procedure 
and may be nominated from outside the organization. 
 
Disciplinary records 
Following any disciplinary action a note should be kept on the employee’s file for 
a specified period of time. Most organizations allow the expiry time to be 
determined by the disciplinary panel according to the gravity of the case. 
 
HARASSMENT AND BULLYING AT WORK 
An increasing number of NGOs are developing a policy to tackle bullying and 
harassment as part of their overall human resources management policy. Such a 
policy demonstrates the organization’s commitment to providing a healthy, safe 
and productive working environment for all its employees. It is based on the 
assumption that this cannot be achieved if harassment or bullying are tolerated in 
the workplace. Harassment and bullying are usually defined as coercive, 
offensive or intimidating behaviour which undermines the right of others to be 
treated with dignity at work. Examples of such behaviour are given below. 
 
SOME DEFINITIONS OF BULLYING AND HARASSMENT 

1. The harassment of people who are perceived by another as being 
different and/or inferior because of their race, gender, ethnicity, religion, 
disability. 
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2. Harassment or bullying of one employee by another which can take a 
number of forms including the following: 

• physical aggression or intimidation 
• practical jokes which embarrass or humiliate 
• verbal abuse, including personal insults, offensive comments, 

taunts, threats, malicious gossip or innuendo 
• abuse of an individual’s right to personal privacy, for example 

intrusion into another employee’s personal property or into their 
private life 

• deliberate exclusion of an employee from normal social or 
professional contact at the workplace. 

3. Harassment or bullying of employees by their manager which can include 
the following behaviours: 

• humiliation, for example reprimanding an employee in front of other 
employees when this could be done in private 

• verbal abuse, for example personal insults directed at an employee 
• victimisation, for example singling out an employee for unjustified 

criticism 
• intimidation, for example aggressive behaviour or threats directed 

at an employee 
• the persistent placing of excessive demands on employees, setting 

of unrealistic work targets or objectives, or the changing of targets 
or objectives without good reason 

• instructions or requests to employees to perform inappropriate 
tasks which are outside the remit of the job, for example personal 
errands. 

 
Responsibilities 
It is important that a policy to prevent harassment and bullying at work outlines 
clearly the responsibilities of both employees and managers. All employees 
should be aware that it is their responsibility to maintain appropriate standards of 
behaviour in the workplace and to ensure that they do not contribute to the 
creation of a work environment in which harassment or bullying is condoned or 
encouraged. They should also challenge harassment or bullying on the part of 
others where appropriate, and should report any incident to their line manager or 
to the governing body. Over and above this, it is the responsibility of all 
managers to prevent harassment and bullying wherever possible and to take 
appropriate action against such behaviour when necessary. In particular, the 
policy can specify the responsibilities of managers outlined in the example below. 
 
EXAMPLE: MANAGERS’ RESPONSIBILITIES 

• As part of their normal responsibilities, managers should be alert to the 
possibility of harassment or bullying. 

• Managers should correct any behaviour which could be seen as contrary 
to this policy and remind employees of the policy when appropriate. 
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• They should ensure that this policy is communicated to newly appointed 
employees during their induction and is reinforced at regular intervals in 
routine meetings, briefings, etc. 

• They should provide a supportive framework for any employee with a 
complaint of harassment or bullying. 

• They should take prompt action to deal with harassment or bullying as 
soon as it is identified, including disciplinary action where appropriate. 

• They should keep records of any incidents of harassment or bullying 
reported or observed. 

• They should treat all cases of harassment or bullying with appropriate 
confidentiality and consult the governing body for advice where 
appropriate. 

 
Cases of harassment and bullying can be managed either informally or 
formally, as outlined in the example below. 
 
EXAMPLE: INFORMAL AND FORMAL PROCEDURES 
INFORMAL 

• Employees who wish to raise an issue concerning harassment or bullying 
informally should approach their line manager or the Personnel Officer on 
the executive committee. 

• In minor or isolated cases of harassment or bullying, it may be possible for 
the issue to be settled informally and confidentially between the parties 
themselves. For example, one employee could ask another to refrain from 
a particular type of intimidating behaviour. 

 
FORMAL 

• If an informal approach fails, or if harassment or bullying take a more 
serious form, the employee should bring the situation formally to the 
attention of her line manager. An employee who feels that she is being 
harassed or bullied by her line manager should bring the situation to the 
attention of a more senior manager or to the governing body. 

• The employee may nominate someone else to raise the matter with an 
appropriate manager on her behalf. 

• The manager to whom the incident is reported should arrange for an 
immediate and thorough investigation, and then take appropriate action. 
Managers should seek advice from the governing body on whether formal 
disciplinary action is appropriate. 

• The manager should take steps to ensure confidentiality and fairness to 
both parties. It is particularly important that no-one should be victimised as 
a result of making a complaint or being the subject of a complaint of 
harassment or bullying. 

 
If an employee is not satisfied that a complaint has been dealt with speedily and 
effectively, he or she should use the organization’s grievance procedure 
mentioned above. 
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STAFF DEVELOPMENT 
Staff development is one of the most effective tools for ensuring that the 
organization can retain staff and that individuals perform to the best of their 
potential. Staff development is all about strengthening each person’s existing 
knowledge, skills and ways of working and helping them to acquire new skills, 
experience and knowledge so they can perform their jobs more effectively. 
Developing people is not only about formal training, although this can play an 
important role. It is also about learning in different ways, both formal and less 
formal, through workshops and short courses; mentoring, coaching or shadowing 
others; on-the-job experience; sharing ideas, skills and experiences with 
colleagues, clients and partner organizations; self-reflection on mistakes and 
achievements, what works well and less well; using the internet (if this is an 
option); and from private study and reading. Some of these forms of learning can 
be planned. 
 
For example, if a new Programme Officer has little prior experience in 
developing a project proposal her manager could arrange for her to be mentored 
by a more experienced Programme Officer in the same or another organization. 
The mentor would be a person whom the new Programme Officer could ask for 
special advice and assistance. The mentor could invite the new Programme 
Officer to be a shadow during the process of developing a project proposal. The 
mentor would also look out for useful events such as meetings and workshops 
that the new Programme Officer might participate in to help develop her skills 
and confidence. 
 
Other forms of learning are either continuous or occur spontaneously as part of 
an individual’s daily work practice or leisure. Much learning is based on an 
attitude of mind – the willingness and desire to learn more and to improve 
practice – and organizational culture: an environment which encourages ‘no 
blame’ and learning through sharing and doing. This is encouraged through team 
working, clear policies, robust performance management, and non-hierarchical 
structures. 
 
HEALTH AND SAFETY AT WORK 
 
What is the purpose of a health and safety policy? 
Some of the reasons for having a policy to ensure good standards of health and 
safety for the organization are outlined below. Consider additional ones that are 
specific to the organization or its programme. 
 
EXAMPLE: PURPOSE OF HEALTH AND SAFETY POLICY 

• To provide healthy and safe working conditions, equipment and systems 
for all employees, volunteers and members. 

• To facilitate sharing of information and training around health and safety 
issues. 
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• To demonstrate the organization’s commitment to the health, safety and 
welfare of all employees and other people who come into contact with it. 

• To ensure compliance with any national legislation and local best practice. 
 
Who is responsible? 
It is advisable to nominate two people in the organization, a member of staff AND 
a member of the governing body, to oversee health and safety. The governing 
body member might have prime responsibility for ensuring that the health and 
safety policy is adhered to; and the staff member might be responsible for 
ensuring that day-to-day arrangements on the office premises are appropriate 
and for undertaking an annual risk assessment. However, it is important to stress 
that all employees of the organization have the responsibility to work together 
with the management team to achieve a healthy and safe working environment, 
and to take reasonable care of themselves and others. Employees should be 
encouraged to refer any concerns they may have about health and safety to the 
nominated representatives so that they can initiate appropriate action. 
 
CONCLUSION 
After working through this chapter the organization should have developed a 
clear human resources management policy that will help to make sure that its 
most valuable resources – people – are well managed, highly motivated and able 
to work in a creative yet safe and secure environment. The box below highlights 
some of the benefits such a policy can bring to an organization and its staff team. 
 
 
BENEFITS OF A HUMAN RESOURCES MANAGEMENT POLICY 
 
Equal opportunities and diversity 
The staff team, partner organizations, beneficiaries and funding agencies know 
that discrimination is not tolerated: rather, diversity is celebrated. 
 
Selection and recruitment The right staff are chosen for the right jobs through 
open and transparent processes. 
 
Terms and conditions All members of staff know what they are entitled to in 
terms of remuneration, leave and other benefits. 
 
Performance management Principles are agreed for managing individual 
performance and the team understands the annual review process, how to 
resolve disagreement and how poor performance will be handled. 
 
Staff development Team members are motivated to seek new knowledge and 
practice in a learning environment. 
 
Grievance Staff members understand what a grievance is and know what to do 
and expect should they air a grievance or ‘blow the whistle’. 
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Disciplinary procedures Everyone understands how seriously poor 
performance or misconduct are addressed and what rights and obligations they 
have. 
 
Bullying and harassment Staff members know that bullying and harassment 
are not tolerated and that their managers have special responsibilities to ensure 
a safe and secure working environment for all. 
 
Health and safety The purpose of health and safety procedures is understood 
and responsibilities for observing these are clearly defined. 
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CHAPTER 8: PUBLICITY AND FUNDRAISING 
 
All NGOs will want to publicize themselves to different audiences and in different 
ways as reputable organizations with high impact programmes. One of the 
reasons, but by no means the only one, that publicity is important is to raise 
funds for the organization. The links between publicity and fundraising are clear. 
But organizations also want to publicize themselves for other reasons, such as 
increasing their membership base, informing potential beneficiaries about the 
work that they do, and networking more effectively with other organizations. 
 
This chapter equally provides some guidance on how best to develop a strategy 
to publicize the organization and its programmes, and how to start developing a 
strategy for raising funds. The two are linked in the sense that organizations with 
a high profile and a good reputation tend to attract funding much more easily 
than those that are less well known. However, one of the best advertisements for 
an organization is the quality of its programme, which in turn is intimately linked 
to how well it is managed. 
 
It equally provides guidance on how to achieve publicity for the organization 
through written documents, branding, public events, use of the media, joining 
networks, and participating in conferences. More detailed advice is given on how 
to produce a brochure and a newsletter. Both publicity tools can be very helpful 
when trying to promote the organization externally. Guidance is also provided on 
how to develop a fundraising plan to ensure that the organization has sufficient 
income to cover its programme as defined by its strategic plan, annual team work 
plan and annual budget. 
 
EXTERNAL RELATIONS AND PUBLICITY 
Good external relations through the exchange of information and networking are 
important for any organization. All organizations need publicity so that they are 
known by the public. When starting to develop a publicity strategy, consider: 

• Who does the organization want to reach? 
• What does the organization want the public to know about it and its work? 

 
Normally an organization wants to be known first and foremost by its 
beneficiaries, service users or clients, and then by the government, other NGOs, 
funding agencies, local businesspeople and people living in the locality. These 
audiences will need different types of information about the organization. For 
example, the members need to know what services the organization provides, 
such as workshops and training. The government will want to know what an 
organization’s mission is, who its beneficiaries are, and where the organization is 
working. Funding agencies will want to know that the organization is credible, has 
a good track record and is worthy of their financial support. Again, each group 
will need to receive the information it needs in a different format. The members 
will need to hear from other members. Funding agencies usually prefer written 
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information. If they visit the organization’s office briefly, they will want 
documentation to take away with them to read or for reference. 
Many different tools can be used in a publicity strategy. Some of them are 
detailed below. 
 
Written documents 
These are good for visitors to the office and funding agencies who are 
accustomed to reading reports and documents. Different documents can be 
developed for different purposes. All of them should carry the organization’s full 
name, the name of a contact person, and contact telephone or fax numbers. Be 
sure to distribute the documents widely, not only from the office. Give some to 
international agencies, umbrella groups, and other organizations that may 
distribute them on behalf of the organization. Some useful documents for 
distribution include those listed below. 
 
PUBLICITY DOCUMENTS 

1. The governing document provides useful information about how the 
organization is governed, its aims, the powers of trustees and the way 
administrative arrangements (such as membership and meetings) are 
handled.  

2. The strategic plan shows what the organization is trying to achieve over 
the next three years and how it is doing this. 

 
3. The annual report covers the organization’s accomplishments over the 

previous year. It might include photographs and case studies of work 
done; a summary of governing body members and their background and 
experience; a copy of the annual accounts (audited or not); and 
information about agencies that have donated funds.  

 
4. An organizational profile shows the structure of the organization, roles 

and responsibilities, and lines of authority from the governing body to any 
project staff employed at community level. 

 
 
5. A brochure provides basic information about the organization to 

encourage interest. It can be distributed by staff attending workshops, at 
publicity events, etc. 

 
6. A fact sheet summarizes the organization and may include the mission 

statement, a list of completed activities, the structure of the organization, 
its target group, etc. 

 
7. Project brochures are more specialized. They describe an organization’s 

work in one area or sector, such as women’s rights, and can be handed 
out at meetings to people with particular interests in the area of work. 
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Logos and branding 
Anything that carries the organization’s logo or emblem will help others 
remember and identify it. Some examples include calendars, stickers, pins, hats, 
T-shirts, folders, or diaries. Signs or banners can also be used whenever 
appropriate to let people know that the organization is working on a specific 
cause or issue. The emblem increases publicity among those who cannot read, 
as they associate the picture with the organization. 
 
Publicity events 
Any event that an organization sponsors can be used for publicity. Some 
examples are: 
 

• Open house 
Open the office to the public and invite them to meet the staff, see the 
office, and ask questions about the organization and its work. Display 
banners and brochures, and show videos of programme activities while 
people network with each other. 

 
• Project launch or closing ceremony 

At the start of a project or major programme activity, invite people from 
that field to attend a small ceremony. For bigger projects, government 
officials or funding agency representatives can be invited to make 
speeches to attract more participants. Be sure to display banners, 
photographs and brochures, and to show videos of programme activities if 
these are available. 

. 
• Local events 

When invited to attend local events related to the organization’s work, ask 
if banners or displays can be taken. Wear the organization’s T-shirt, if it 
has one, and let people know the name of the organization and what it 
stands for. 

 
Media 
Media can cover special events that the organization holds, or they can run 
general stories related to its work. 

• Television has a wide audience, which may include beneficiaries and 
funding agencies alike. However, the message should be well prepared in 
advance, as coverage is often brief. 

 
• Newspapers can give more attention than television to local events, 

although their target group will be different. They can also carry 
photographs of the events. Articles can be posted in the office and seen 
by many people. 

 
• Radio also covers both beneficiaries and donors, and can be useful to 

spread information about recent activities. 
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• A newsletter. Produce a small newsletter that describes what the 

organization is doing, or that reports on issues that its target group is 
concerned about. 

 
Joining networks 
Belonging to an umbrella or network organization or sectoral working group of 
NGOs will allow the organization more opportunities to publicize its work. Such 
bodies can also provide information about potential funding sources and 
upcoming visitors, and they can advertise the work of other organizations. In this 
way organizations benefit from the publicity an umbrella or network organization 
is engaged in. Being a member of an umbrella group has another advantage: it 
can provide information about development issues that may influence 
programme work. Establishing formal partnerships with other organizations or 
signing memorandums of understanding may have the same result. 
 
Conferences and workshops 
Participation in conferences and workshops tells others that the organization is 
active and interested in a particular topic. It can also help to inform people about 
the organization’s areas of work, and facilitate information sharing. Workshops 
are a good place to meet other people, including funding agency representatives, 
who share common interests. 
 
Publicity through the office 
An office can be used to publicize an organization. Make display boards with 
information about the organization, including its mission and organizational 
structure. In the project offices, display photographs of projects and keep them 
up to date as they develop. Assign a small space to display publicity documents 
and have some copies for visitors to take. Keep extra copies of the governing 
document, strategic plan, and other organizational documents available so that 
these can be given to people as and when requested. 
 
PRODUCING A BROCHURE 
A brochure is usually a single sheet of paper folded into three. It provides an 
overview of the organization and is used to give people more information about it. 
It is the easiest publicity document to develop, and is also very inexpensive. For 
those reasons, most NGOs have a brochure. Below gives some tips on 
producing a brochure. 
 
PRODUCING A BROCHURE 

• Appearance and layout are extremely important. If the words do not fit on 
the page or if the paper is not folded neatly, then your organization will not 
look very professional. 

• Try different font (typeface) styles and sizes if the organization does not 
have a colour printer. A brochure that is all the same style can be boring. 
But do not use too many different styles, because that can be confusing. 
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Try to make all of the headings the same style, and all the captions the 
same style. 

• Pictures attract interest, but be sure that they are clear. A fuzzy picture or 
one that is not related to the text will make the reader confused. Always 
use captions. 

• Use numbered or bulleted lists to give information for ease of reading. 
These lists are especially good if you want to list the organization’s 
objectives, projects or funders. 

• Do not try to fit too many words on to the brochure. If the reader thinks it is 
going to take a long time to read, he or she may just put it away. 

• Try to arrange the brochure creatively. For example, if possible, include a 
photo, a table or chart, some text, a numbered or bulleted list, and 
different colours. 

• Always use a spellcheck and proofread the brochure; have someone 
check the English. 

 
The most important thing to remember when designing a newsletter is that the 
aim is to encourage people to read what is written. The tips below are helpful to 
keep in mind when writing articles to reach the broadest possible audience. 
 
PRODUCING A NEWSLETTER 
A newsletter is excellent for an NGO with a lot of information it wants to share. 
Resource NGOs, networking groups, and umbrella organizations could all have 
successful newsletters. Producing a newsletter may seem like a big task, but it 
does not have to be produced every month. Once every three months may be 
sufficient, at least to start with. Also, a newsletter does not have to be long: start 
with one side of paper. If a member of staff is familiar with Microsoft Word, a 
good quality newsletter can be designed using tables and columns. More 
advanced computer users can produce a newsletter in Microsoft Publisher. 
 
NEWSLETTER DESIGN TIPS 

• When designing a newsletter, use only two fonts (typefaces). 
• Always use the same font for all headings or headlines. Keep the same 

size as much as possible, and always match the format (italics, bold, etc) 
in the headlines. 

• Always use the same font for all articles. Make sure that the font used for 
the main text (stories and articles) is clear and easy to read. 

• Make sure that the margins (space round the edges of the page) are 
equal. 

• Don’t try to cram too much text onto the page. 
• To make text cover a bigger space without increasing the font size, use 

line spacing. 
 
CONTENT AND STYLE 

• Try to write using as few commas as possible. They make sentences 
longer. Keep sentences as short as possible. 
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• Likewise, keep the paragraphs short. 
• Begin with the story itself. The first line can be an expansion of the 

headline. Give facts about what happened in chronological order. 
• Link the story to any other stories in the newsletter, past or present. 
• Try to use figures, such as the number of people who attended, the dates 

of the conference, the amount of money donated, etc. 
• If there is space, give more background information about something in 

the story. For example, the organization that was involved in the story 
(contact person, date the organization was founded, what other activities it 
has carried out, what happened for this event last year, etc) can be 
described. 

• Include how to get more information on the story or about that event, if 
applicable. If the organization has a phone number, list that. 

• Be sure to number each issue of the newsletter consecutively. 
 
DEVELOPING A FUNDRAISING PLAN 
Most organizations will need to develop a fundraising plan if they are to achieve 
their priorities. 
 
What is the purpose of fundraising? 
It is important to clarify the purpose of a fundraising strategy which might, for 
example, be to: 

• Diversify and increase the number of different income sources the 
organization has. 

• Develop and expand, or consolidate and maintain, the existing workforce 
and programme or service. 

• Reduce financial dependency on funds received from any one source or 
any international funding agency. 

• Enhance long term organizational sustainability. It is advisable to reach a 
shared definition of the aims of any fundraising before developing a 
strategy paper or plan. 

 
Analysis of present funding 
To determine what the organization’s financial resource needs are it is necessary 
to analyse present income in terms of amount, source (agency providing the 
funds), period of time (e.g. a three-year grant from 1 April 2008 to 31 March 
2010) and budget components covered by the funds if these are specified. It is 
also important to note the details of any anticipated future funding if they are 
known. 
 
 
 
 
 
 AMOUNT SOURCE/AGENCY TIME 

FRAME 
BUDGET 
LINES 
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COVERED 
1.GUARANTEED 
 

    

2. ANTICIPATED
 

    

 
 
Once the picture of guaranteed and anticipated funds is clear, the gaps in terms 
of what budget items are covered and those not covered can be identified and 
analysed and a plan can be developed to meet the gaps. 
 
How to start developing a fundraising plan 
A good place to start is by building on what experience has shown works best. 
Take some time to reflect on and discuss what has worked best for the 
organization to date in its fundraising. 
 
For example, this process may suggest that the following methods are 
advisable: 

• Explore further the range of existing personal contacts that the 
organization has with funding agencies. 

• Compile (and regularly update) a list of potential funders and mail the 
agencies on the list regularly with information about the organization and 
what it is trying to do. 

 
The following questions are helpful when attempting to identify potential funders. 
 
QUESTIONS ABOUT FUNDING AGENCIES 

• Does the organization work in the same sector? 
• Has it funded the organization before? 
• Has it funded other local NGOs before? 
• Is the budget in line with the resources that the funder has available, and 

does it fall within the limits set on funding applications? 
• Under what conditions does the funding body accept applications from 

local NGOs? 
• Is the agency known to your NGO? How? 
• Does your NGO already have an established relationship with the funding 

agency? 
• Does the agency work in the same geographical area? 
• Does it work with target groups similar to yours? 
• Are the agency’s aims and values consistent with those of the 

organization? 
 
What does successful fundraising take? 
Designing a fundraising strategy is not as straightforward as is sometimes 
thought. Some factors that need to be considered are given below. 
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INVESTMENT 
Fundraising demands considerable investment of time, money and commitment. 
This means dedicating a certain amount of staff time to fundraising, to building 
external contacts that may yield new funds and servicing new external relations. 
The greater the number of funding agencies that support an organization, the 
more time it will need to administer, manage and report on funds. 
 
STRATEGIC AIMS 
All fundraising should be oriented towards achieving the strategic aims even 
though some funding agencies will have their own specifications about what they 
can and cannot fund. Given this, it is important to research what types of 
programme different funding agencies support, and then to approach those that 
look the most likely. 
 
DOUBLE FUNDING 
Care is needed to ensure that funds are raised from different agencies for either 
distinct components of the budget or the whole programme and budget. It will be 
necessary to demonstrate in financial reports to funding agencies that nothing is 
being ‘double funded’. 
 
CORE RECURRENT COSTS 
Many funding agencies are reluctant or unable to fund core organizational costs, 
especially running costs such as staff salaries, office rent, etc. Most prefer to 
fund direct programme activities. However, they are usually able to consider 
contributing a portion of the core costs outlined in the organizational budget. For 
example, a funding agency might contribute 15 per cent towards the costs of a 
Programme Officer and five to 10 per cent towards the organization’s overall 
management costs and office expenses. 
 
ONE PROGRAMME/ONE BUDGET APPROACH 
It is best to give funding agencies a copy of the annual budget (linked to the 
strategic plan and annual team work plan) rather than to prepare separate 
budgets either for each agency that is approached or for each project. This way 
potential funders will be able to see exactly what parts of the budget they are 
being asked to fund. In addition, financial reporting will be streamlined because 
the organization will have only one set of accounts. However, in some cases it 
may be necessary to approach a funding agency for specific (earmarked) funds 
for a special project or activity (eg a conference). For guidance on developing a 
project budget, see Chapter 6 (Managing projects). 
 
Some fundraising strategies 
Funds can be raised from many sources, including those outlined below. 

• Grants/project funds provided by international funding agencies and 
international NGOs. Before approaching such agencies it is a good idea to 
consider: 
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o • Which elements of the programme might best be marketed to 
potential international funders? 

o • Reporting requirements might increase, although it is often 
possible to incorporate additional requirements into existing 
reporting systems. 

o Fund administration and management will increase. 
 

• Income generation 
Attempting to generate funds through specific events or initiatives such as 
training workshops or fundraising events usually requires a great deal of 
staff time and effort for small returns, especially for smaller organizations. 
However, the added value lies in publicity for the organization which may 
help boost other fundraising initiatives. 
 

• User charges 
The introduction of charges for direct services especially if these are 
currently provided free of charge raises questions about the rights and 
wrongs of charging for services that should be available to the public free 
of charge. It is difficult to combine corporate, business principles which are 
rooted in profit and commercial enterprise with NGO values designed to 
promote inclusion, participation, access and social benefit. 

 
Charging for indirect services might be an option for some organizations, 
but opportunities for this are often limited. For example, some 
organizations hire out rooms in their office for out-of-hours meetings. 
Others charge consultancy fees for advice given to, for example, other 
agencies. 
 

• Private, individual donations 
Some organizations canvass small individual donors by including a 
donations slip at the bottom of all their brochures or leaflets. However, 
there may be legal and other constraints on this practice. In addition, it is 
usually necessary to explain in brief what the donated money will be used 
for. Again, the organization would need to be confident that it has the 
administrative capacity to deal with such donations. Identifying and 
building sustainable relationships with large individual donors can yield 
significant returns, sometimes on a regular and enduring basis. However, 
this is not easy for a small organization with a small (albeit possibly 
growing) reputation. It is difficult to inspire the confidence of such donors. 
And it is not always 
 easy to identify individuals, for example, in the business sector, with a 
particular interest in supporting the work of the organization. 

 
Before embarking on a strategy to canvass the support of individual 
donors it is wise to experiment by, for example, compiling a targeted 
mailing list and sending out an information pack to the individuals or 
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organizations on the list. The secret of success, however, appears to lie in 
personal contact, both initial and continuous, with sponsors. This is very 
demanding on organizations with limited people resources. 
 

 
• Corporate giving 

A significant and growing number of corporations and businesses (large 
and small) have established ‘social investment funds’ or ‘community funds’ 
which carry both tax and social benefits for them. Most of these funds are 
devoted to specific areas of activity, but some are more flexible and open 
ended. A good starting point with this option is to develop a detailed list of 
‘possible target companies’. Once this has been compiled the organization 
might consider:  

o sending out an information pack 
o following up the mailing with a personal visit to ask: ‘How did you 

find the information that was sent to you? Are you interested in 
exploring the work of the organization further?’ 

o inviting the relevant person to an informal information session at the 
office with service users or beneficiaries, or to visit project staff and 
beneficiaries at a nearby project site 

o personal follow up with those who attended the informal session. 
 
The most important thing to remember about fundraising is that it takes time, 
energy and perseverance. The options detailed should always be considered 
carefully in terms of the inputs they will require if they are to yield the desired 
results. 
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CHAPTER 9: ORGANIZATIONAL ASSESSMENT 
 
An organizational assessment (OA) is an evaluation of an organization's 
capacity. An organizational assessment covers the organization's external 
relations and image; its performance in achieving its objectives, as well as its 
internal functioning and resources, role and strategy. The organization's overall 
strengths, weaknesses and development needs can be identified through this 
process. 
 
Organizational assessment is an essential first stage in a capacity building 
process that aims to develop healthy and resilient organizations that can 
effectively achieve their objectives. 
 
 
 

Box 1: The Focus of Organizational Assessment 
Effectiveness is a measure of the organization’s ability to achieve its 
programme and strategic goals. 
Health is a description of the organization’s general condition in terms of 
well functioning structures and systems 
Resilience is a measure of the organization’s ability to recover quickly 
from setbacks and adapt to changes when necessary without 
compromising its overall purpose or identity. 
 

 
Organizational assessment is not: 

" A hoop through which the organization needs to jump to get funding 
" A process for re-sizing the organization 
" A magic solution to all organizational problems 

 
 

Why undertake an Organizational Assessment? 
Organizational assessment is an essential activity in strengthening the capacity 
of an organization to more effectively achieve its goals. Its main use is as a 
"diagnosis" of the capacity of the organization. Information from this diagnosis is 
used to identify key organizational needs, and hence to plan and implement 
appropriate internal capacity building activities. 
 
When it is done in a participatory way, the process of organizational assessment 
can itself build organizational capacity. By stimulating reflection, learning, and 
dialogue, new and old problems and opportunities are examined, and ideas for 
addressing them generated. OA establishes a learning model that can be used 
again for similar exercises in the future. 
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The holistic approach taken (looking at the whole organization and how the 
different parts inter-relate) makes it easier to identify developmental priorities 
which are not always obvious when in the midst of day-to-day work pressures. 
 
Organizational assessment can also be used as a monitoring framework for the 
organization to measure its progress and development over time. 
 
In summary organizational assessment is an essential part of an internal capacity 
building process that helps an organization to take charge of its own 
development. 
 

Why self-assessment? 
The organizational assessment process described in this guide is one of 
supported self-assessment. Self-assessment means that the organization’s 
members carry out the organizational assessment for themselves. This is 
important to encourage ownership of the results and a commitment to addressing 
the priority issues that emerge across the organization. 
 
The self-assessment is supported in the sense that it involves an external 
facilitator who is familiar with organizational assessment and can guide the 
organization through the process. Part of the role of the external facilitator is to 
enable the OA process itself to build the capacity of the organization. By the end 
of the OA, the organization should be better able to engage in systematic and 
ongoing organizational reflection and development. 
 
 

How can Organizational Assessment be used? 
Organizational assessment can be used by any non profit Office to: 

• Take an organizational ‘health check’ to ensure that the organization is 
effective, healthy and resilient. 

• Clarify and further explore specific organizational problems and issues in 
order to identify their root causes 

• Identify organizational strengths and weaknesses 

• Develop an internal capacity building strategy to address internal capacity 
deficits 

• Develop a case for seeking external support for organization development 

• Monitor the progress of internal capacity-building initiatives based on an 
earlier organizational assessment 

 
A full organizational assessment should be conducted every 3-5 years, with 
annual monitoring of progress on the development of the capacities which were 
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prioritized for action in the OA.    (The timing of the OA could be aligned with the 
office's strategic planning cycle). 
 
 
The Framework for Organizational Assessment 
 
In the 3-circle model, the key elements of organizational capacity are 
represented by three inter-locking circles, which represent an organization’s 
programmes and activities, its internal organization and its external relations. The 
three circles are located within a wider context or external environment (see 
following figure). 
 

Internal 
Organisation

External 
Relations Programme 

Context Context

Context
 

 
 
The Programme circle encompasses what the organization does and its ability to 
achieve its goals. The External Relations circle represents the organization’s 
external linkages with other actors in all three sectors: the state, business and 
civil society. 
 
The Internal Organization circle represents the organization’s internal functioning: 
its vision, mission, strategies, structure, systems and resources. 
 
The circles are shown overlapping in order to emphasise the interaction between 
the three areas of organizational capacity. This means that limited capacity in 
one circle is likely to have an effect on the other circles. For example, if an 
organization places little emphasis on learning from the experience of its own 
staff and other organizations, it may severely limit its ability to implement 
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effective projects. Likewise, a change in one circle can have ‘knock-on’ effects in 
other circles. For example, an improvement in the effectiveness of an 
organization’s reporting systems can lead to increased donor confidence and 
enhanced programme sustainability. 
 
 
Organizational Assessment Tool 
 
The OA Tool is the core of the organizational assessment process. It has been 
devised to collect, collate and present information concerning the capacity of non 
profit organizations.  
 
The OA Tool provides organizations with a mechanism to assess their capacity in 
each of the three main areas represented in the ‘3-Circle’ model: 

1. Conservation Programme 
2. Internal Organization 
3. External Relations 

 
The categories of capacities under each of the three headings are summarized in 
the following Box  
 

Non-Profit Organizational Assessment Capacities 

Conservation Programme 
Information concerning 19 capacities under the following five headings: 

• Strategic Planning 

• Project Planning 

• Conservation Strategies 

• Management & Implementation 

• Effectiveness 
Internal Organization  
Information about capacities under the following 15 headings: 

• Vision, Purpose & Values 

• Strategy 

• Legal Basis 

• Governance 

• Structure 

• Leadership & Management 

• Decision Making & Internal Communication 

• Learning 

• Monitoring & Evaluation Systems 



169 
                                                                                     Managing a non profit 

 

• Finance & Administration Systems 

• Raising Funds 

• Communications 

• Human Resources 

• Financial & Physical Resources 

• Overall Balance 

 

External Relations  

Information about the following eleven capacities: 

• Identifying appropriate relationships 

• Developing and managing relationships 

• Partnerships 

• Relationships with donors 

• Relationships with NGOs (non-funding) 

• Funding relationships with NGOs and other Civil Society Organizations 

• Relations with Business and Industry 

• Government Relations 

• Recruitment and Maintenance of Membership / Supporters 

• Relationship with the Media 

• Engagement with the NGO Network 

 
 
 
 
The Organizational Assessment Process 
 
The organizational assessment process describes a seven-stage systematic 
process, which places organizational assessment in the context of an internal 
capacity building process. The process is summarized in the following flowchart. 
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Stage 1: Preparation 

Initial Discussion & Decision on Whether or Not to Proceed 
Before starting an organizational assessment it is important to establish the level 
of readiness of your organization. We recommended that the organization seeks 
the help of an external facilitator for this discussion.  
Discussing the following key questions will help to indicate how ready the 
organization is to initiate a process of OA: 

1. How much commitment from the leadership exists to start an 
organizational assessment? 

2. Who, within the leadership, is willing and able to champion the process? 
3. What is the current status of the organization concerning change? If it is 

undergoing change, is the assessment likely to help or hinder the 
organization? 

4. Is the organization facing the need to make strategic decisions and would 
a systematic assessment of the organization’s capacities help in this 
process? 

5. How likely is it that sufficient time and other resources will be made 
available to follow up on any changes that may be necessary?  

6. How much ownership is there of the need for organizational assessment? 
Where does this ownership lie? 

7. How much commitment is there for staff to be allowed time to be involved? 
Is this enough to make the process workable? 

8. What other activities such as evaluations, organizational reviews or audits 
have been carried recently that may provide information that can be used 
in the organizational assessment? What was the general experience of 
these activities and how might this influence the willingness to embark on 
an organizational assessment? 

9. What support will be necessary to go through the OA? Can this be found? 
10. In the case of a National Office, how supportive is the Board of undergoing 

a process of organizational assessment? 
 
If there are concerns about the organization’s ability or willingness to address 
any of these issues, then the organization should consider how to overcome the 
problem, or perhaps postpone the OA until the organization feels more ready. 
 

Select an external facilitator 
Organizational assessment is much more likely to be effective if someone from 
outside the organization is brought in to support and facilitate the process. The 
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use of an outside facilitator can provide a useful external perspective. An external 
facilitator should have the following characteristics: 

• Good group-work, facilitation, communication and analytical skills  

• Familiarity with and experience of supporting organizational assessments 

• Familiarity with NGO culture and issues  

• Ability to establish trust 

• Creativity and flexibility 

• Familiarity with the local culture and, preferably, language 
 
The process of OA is very dependent on mutual trust and confidence. Adequate 
time should be taken to build constructive working relationships between the 
external facilitator, the OA Team and the management team. 

 

Agreement on Terms of Reference for the Process 
Having established a suitable level of readiness to proceed, through a process of 
dialogue, the organization should agree the broad terms of reference covering 
the following areas: 

1. Purpose and Expectations 
2. Roles and Responsibilities 
3. Timetable 
4. Communications 
5. Confidentiality  
6. Recording and reporting 
7. Admin and budget support 

 
 

Main Headings for OA Terms of Reference 

Purpose and expectations  
The organization should agree the intended purposes of the OA and its place in initiating a 
capacity building process. 

Roles, Responsibilities and Accountability 
The roles and responsibilities of all those involved in the organizational assessment should 
be established. Particular emphasis should be placed on detailing the roles of: 

• The OA Team  

• Senior managers  
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• All other staff  

• The external facilitator 

The accountability relationships between the senior managers, OA Team, external 
facilitator, and other staff should be clarified. 

Timetable for the Process 
Based on the timeline suggested earlier in this section, but taking into account important 
organizational commitments, planning cycles, budget deadlines, etc. 
Communications  
How will the progress of the OA be communicated and to whom? For example, through 
briefings, email or posting of meeting outputs, etc. 

Feedback of initial findings 
The process for feedback of the initial findings, and who will be involved in the Feedback 
Workshop should be agreed. 

Confidentiality and use of the information 
The primary purpose of the OA is to identify the organization’s capacity building needs. As 
a result, information emerging from an organizational assessment can be very sensitive 
and it is important that the organization going through the OA process can be confident 
that the information will not ‘leak’ or be used for purposes for which it was not originally 
intended. 
The Agreement should make it clear who will have access to what information and how 
that information can be used. Individual inputs to the organizational assessment must be 
held in confidence and must not be attributed without the express permission of the 
individuals concerned. 
Whilst respecting confidentiality, organizations that have gone through a process of OA 
should be encouraged to share information on their strengths with the network for 
organizational learning purposes. This information may eventually lead to the development 
of a central data bank on network expertise. 

Recording and reporting 
Arrangements for recording and reporting should be agreed. The ‘ownership’ and 
distribution of the report and the uses to which it can be put should be clarified. 

Administrative, logistical and budget support 
The support and budget available for the work should be agreed. 
 

 
 
 

Launch Meeting 
In order to ensure that the organizational assessment process is given a suitably 
high organizational profile, a launch meeting should held. 
The purpose of the launch meeting is to: 

1. Place the organizational assessment in context 
2. Explain and agree the purpose of the organizational assessment process 
3. Deal with organization members’ questions, fears and concerns 
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4. Communicate the unit of analysis (i.e. the entire organization rather than a 
department or a work unit) Clarify and agree the roles that organization 
members will play in the OA 

5. Gain ‘buy in’ from organization members 
6. Introduce (or select) the OA Team members and clarify their roles 
7. Introduce the external facilitator, explain and clarify his/her role 
8. Agree a timeline for the OA process 
9. Identify where potential difficulties in conducting the organizational 

assessment may arise 
The Launch Meeting should involve as many of the organization’s staff as 
possible. 
 
One of the purposes of the Launch Meeting is to agree a realistic timeline for the 
OA process. You can expect the OA process to take a maximum of 10-15 days 
over a period of 4-6 weeks (depending on the size of the organization). 
 
If possible, the location and timing of events such as interviews, focus groups, 
team discussions and the Feedback Workshop should be agreed at the Launch 
Meeting. 
 
During this stage the OA Team (if already in place) should: 

• Plan the Launch Meeting 

• Co-facilitate the launch meeting with members of the management team 

• Record the meeting 
At this stage, the external facilitator could: 

• Help the OA Team (if in place) or the management team to plan the 
Launch Meeting 

• Co-facilitate the Launch Meeting with the members of the management 
team (or the OA Team if already in place) 

• Facilitate discussion of sensitive issues (including the role of the OA 
Team) 

• Ensure that no group or individual’s agenda is allowed to dominate 

• Ensure that the meeting is recorded 

 

Formation of an OA Team 
An ‘OA Team’ comprising five or six members should be formed to lead the 
organizational assessment process. Team members should be selected carefully 
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to be representative of the whole organization. The two main options for selection 
are: 

1. Senior managers select the OA Team and introduces them at the Launch 
Meeting  

2. The OA Team is formed at a wider staff group at the Launch Meeting  
3. Senior managers select one or two core members and then invite others 

who would be interested to join at the Launch meeting 
 
It is recommended that a senior manager be part of the OA Team (although not 
as Team leader).   
The external facilitator could provide advice on the selection of the team. 
 
The process for selecting the OA Team will, to some extent, be dependent on the 
organization’s culture and the expectations of its staff. Whichever option is 
followed, it is important for the credibility and impartiality of the organizational 
assessment that the selection process is transparent and that the choice of OA 
Team members is explained if their colleagues have not been involved directly in 
the selection process. 
 
In the case of a National Office, consideration should be given to Board 
representation in the OA Team. 
 
The following criteria should be considered when selecting OA Team members: 
Credibility – people who have a good mix of authority, responsibility, knowledge 
of the organization and insight. 
 
Planning expertise – people who understand the principles behind assessment, 
who have planning skills, and who are good at data analysis.  
 
Impartiality – people who can balance the perspectives of different people and 
don’t allow their own agenda to dominate. 
 
Communication skills – people who have the necessary linguistic skills and can 
explain the purpose and process of organizational assessment to other 
organization members in ways that will make sense to them. 
 
Interpersonal skills – people who can interact with all parties in a sensitive way 
and can work as a team member. 
 
Availability – people who are available to work on the organizational 
assessment and will commit time to it and the review process.  
 
OA Team members should be willing and able to give the organizational 
assessment the necessary priority that it will demand of their time. Their 
managers should recognise that the organizational assessment represents a 
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substantial piece of work in its own right and modify the work plans of OA Team 
members accordingly. The roles and responsibilities of the OA Team should be 
clarified and agreed. The main responsibilities are likely to include: 

1. Explaining the organizational assessment process at the Launch Meeting 
2. Preparing for and planning the data collection process  
3. Conducting a situation analysis  
4. Gathering information and opinions  
5. Analysing the data  
6. Reporting to the management team  
7. Planning the Feedback Workshop. 
8. Feedback of initial findings  
9. Facilitating a discussion of the findings  
10. Facilitating an agreement of capacity building needs  
11. Reviewing the organizational assessment process  
 

In order to carry out these responsibilities, the OA Team will need adequate 
logistical and administrative support. The person providing this support should be 
included as a member of the OA Team to ensure that they are provided with 
adequate time to fulfill their responsibilities. 
 
It may be necessary to invest some time in developing the knowledge and 
understanding of the OA process within the OA Team before starting the OA 
process. The external facilitator could play a key role in this. 
 

Planning for Data Collection 
In order to establish a comprehensive understanding of the organization, the 
views of a wide range of individuals and groups within (and also outside) the 
organization will need to be gathered and collated. The need to talk to as many 
people as possible who can provide relevant information will always have to be 
balanced with ‘reality factors’ such as time constraints, people’s availability, 
political sensitivities and geographical location. 
 
Consideration needs to be given to who will be asked to comment about which 
areas of organizational capacity. Whilst there is no reason why interested 
individuals should be prevented from commenting on any area of organizational 
capacity, clearly it is essential that organizational specialists should provide an 
assessment of specific areas of capacity. For example, Finance and 
Administration staff should be asked about issues relating to Financial Systems. 
This does not mean that they should be the only people asked to comment on 
that area of organizational capacity: the principle of triangulation means that 
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information and opinions should be gathered from other sources in order to 
validate the data. 
 
It is the responsibility of the OA Team to draw up a schedule that makes it clear 
which sources will be used for information and opinion, for each of the 
organizational capacities in the OA Tool. This schedule must reflect what is 
realistic, feasible and acceptable. 
 
Collecting the information and opinions for the organizational assessment will be 
easier and provide better results if the process is carefully planned. The data 
collection process should be carefully built into the organizational assessment 
timeline and responsibilities should be carefully agreed between members of the 
OA Team and the external consultant. 
 
During this stage the OA Team should: 

• Identify all the existing sources of data for each of the organizational 
capacities 

• Identify who will be asked for their views about each of the organizational 
capacities 

• Develop a comprehensive but realistic data collection schedule 

• Organize all the necessary meetings (in consultation with the external 
facilitator) 

 
At this stage, the external facilitator could: 

• Support the OA Team with all of the above tasks. 

Stage 2: Data Collection and Analysis 
 

Situation Analysis 
An important early stage of information gathering is the development of a brief 
situational analysis examining key aspects of the political, economic, social, 
technological and cultural environment of the organization. The purpose of the 
situation analysis is to provide the organization with an overview of the context 
within which it is operating. 
 
Much of the information necessary for the situation analysis may already be 
available from the organization’s existing documents (particularly any recently 
developed strategic planning documents). However, it is essential that the 
situation analysis is accurate and up-to-date. 
 
Conducting the situation analysis is the responsibility of the OA Team. This could 
be carried out through external research, and internal staff discussions. 
Developing the situational analysis is likely to take a few days over a period of 
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one to two weeks and should be carried out before the other data collection in 
the organizational assessment so that the results are made available as soon as 
possible in the OA process. 
 
After collecting the data for the situation analysis, the OA Team should 
synthesise the information, clarify themes and issues relevant to the NGO sector 
and identify the potential opportunities and constraints that the external 
environment provides. This analysis should be made available to the 
organization’s members for discussion. 
 
During this stage the OA Team should: (some duplication of above text) 

• Identify existing sources of information for the situation analysis 

• Plan the situation analysis 

• Carry out the situation analysis 

• Synthesize the information, clarify themes and issues relevant to the NGO 
sector and identify the potential opportunities and constraints that the 
external environment provides 

• Make the findings of the situation analysis available to the organization 
 
At this stage, the external facilitator could: 

• Help the OA Team to plan the situation analysis 

• Support the OA Team in developing the situation analysis document 
 
 

Information & Opinion Gathering 
The purpose of the organizational assessment is to gather data and opinions in 
order to build a holistic understanding of the capacity of the organization. In order 
to encourage openness in the expression of views, interviewing should be 
conducted by the external facilitator. It is important to ensure that the OA is as 
inclusive and participatory as possible in order to ensure that the assessment is 
representative of the wide range of views across the organization. However, with 
limited resources and time, it is usually better to have a smaller number of 
interviews all of which are conducted by the external facilitator than to involve 
members of the organization in conducting a larger number of interviews with 
their colleagues.  
 
During this stage, potential methods for gathering information and opinions will 
be: 
Document review The organizational assessment will be enhanced using 
information from key documents such as annual and Conservation Plans, annual 
reports, reviews, minutes from meetings, funding applications and evaluations.  
  



179 
                                                                                     Managing a non profit 

 

One-to-one interviews The external facilitator could meet with a number of 
individuals to gather information concerning pre-agreed areas of organizational 
capacity. Again, the use of a semi-structured interview approach is 
recommended to ensure that all relevant issues are covered whilst allowing 
opportunities for interviewees to raise their own issues. Schedules of questions 
and additional data-gathering tools are available to help guide this part of the 
organizational assessment process. One-to-one interviews are likely to require 
60-90 minutes each. 
 
Telephone interviews In cases where it is unrealistic to carry out face-to-face 
interviews (for example, because of geographical constraints), interviews should 
be carried out by telephone if possible in order to ensure that the maximum 
range of responses are received. Priority should be given to having face-to-face 
interviews particularly with staff members. 
 
Group interviews: The external facilitator could meet with small groups to gather 
information concerning pre-agreed areas of organizational capacity, utilizing a 
semi-structured interview approach. This ensures that all relevant issues are 
covered whilst allowing opportunities for interviewees to raise their own issues. 
Schedules of questions are available to help guide this part of the organizational 
assessment process. The group interviews are likely to require 2-3 hours each. 
 
Group Discussions: The external facilitator could meet with groups of 
individuals to facilitate dialogue and discussions around areas of capacity. . 
Schedules of questions and additional data-gathering tools are available to help 
guide this part of the organizational assessment process. 
 
Other participatory methods: A range of other methods for gathering and 
recording information may be used during the organizational assessment. The 
choice of methods will be dependent on the organization’s culture and the 
perceived need for transparency and neutrality. 
 
During this stage the OA Team should: 

• Plan and organize the information-gathering meetings. 

• Identify existing sources of information and assess how accurate and up-
to-date they are 

• Identify and review key documents. 

• Organize the recorded information and opinions. 
At this stage, the external facilitator could: 

• Help the OA Team to plan the information/opinion-gathering schedule 

• Help the OA Team to choose suitable information/opinion-gathering 
methods 

• Conduct the group and individual interviews. 



180 
                                                                                     Managing a non profit 

 

• Record the interviews (group and individual) 

• Help the OA Team to identify and review key documents 
 

Analysis of Data 
Analysis turns the raw information and opinions into knowledge about the 
organization’s capacities that can guide future capacity-building interventions. It 
is a significant source of added value and is therefore crucial to the OA process. 
The responsibility for the data analysis lies with the organization (primarily with 
the OA Team) and not the external facilitator. 
 
Identifying the level of capacity for each of the capacities in the OA Tool 
The level of capacity in each of the areas in the OA tool will be identified through 
facilitated group discussions. These would normally take place at the end of 
group interviews or discussions during the information and opinion gathering 
process.  
 
There is need to synthesize and present the data from the OA tool in a form that 
is clear and easily understood. The following table demonstrates an example of 
how the data for External Relations capacities can be collated in order to more 
easily identify serious capacity deficits. 
 

Level of development 

  Embryonic Developing 
Moderately 
Developed 

Well 
Developed Exemplary 

External 
Relations 

ER7 
ER2          
ER8          
ER9         
ER10 

ER1        ER3  
ER5 

ER4         
ER6       
ER11   

 
 
The scores for capacities can then be presented using bar charts or ‘spider 
diagrams’. The following spider diagram plots the capacities concerning External 
Relations shown in the previous table. Other spider diagrams could be plotted for 
the Conservation Programme capacities and the Internal Organization capacities. 
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Spider diagram Showing Sample Plot for External Relations Capacities 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

During this stage the OA Team should: 
• Tabulate the data from the OA Tool 

• Plot the data from the OA Tool e.g. spider diagrams, bar graphs  

• Analyse the data and identify key issues and trends 

ER 10 
Relationship 
with the Media 

ER 1 
Identifying 

Appropriate 
Relationships

ER 4 
Relationships 
with DonorsER 8 

Government 
Relations 

ER 5 
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with NGOs 
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Funding 

Relationships 
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other Civil 
Society 

Organizations

ER 7 
Relations 
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Business 

and Industry 
(B&I) 

ER 2 
Developing and 

Managing 
Relationships 

ER 9 
Recruitment and 
Maintenance of 
Membership/ 
Supporters 

Actual 
Assessment

ER 3 
Partnerships

ER 11 
Engagement 
with   other branches 

Network 
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• Prepare the initial findings for presentation at the Feedback Workshop 
At this stage, the external facilitator could: 

• Help the OA Team to analyse the data 

• Help the OA Team to identify key issues and trends 

• Help the OA Team to plan the Feedback Workshop 
 

Stage 3: Feedback and Prioritisation of Capacity Building Needs 
 

Feedback of initial findings 
The main purpose of the feedback process is to achieve a working consensus on 
the initial findings, identify priorities and agree ways forward. 
The feedback of initial findings will normally be done in a workshop setting by the 

OA Team with support from the external facilitator. The feedback is likely to be 

most meaningful if it is provided as soon as possible after the data collection, 

whilst allowing adequate time for analysis. 

The feedback should be provided using a wide range of methods. Visual and 
written materials should always be used as well as verbal feedback. Visual 
representations of the findings in the OA Tool will be particularly important in 
order to communicate complex data as clearly as possible. 
 
During this stage the OA Team should: 

• Present the initial findings from the OA 

• Point out where major differences of opinion have arisen 
At this stage, the external facilitator could: 
Support the OA Team in their presentation 

 

Discussion and Agreement of Findings 
During the Feedback Workshop, opportunities should be provided for participants 
to respond to the findings; to ask for clarification and further information where 
necessary and to digest the findings. Small group discussions, Panel Question 
and Answer sessions and plenary discussions can all be used to good effect. 
The final stage of the process involves making any necessary revisions to the 
completed OA Tool. 
 
During this stage the OA Team should: 
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• Respond to questions and back up findings with reference to specific 
evidence 

 
At this stage, the external facilitator could: 

• Facilitate discussion of the findings 

• Ensure that the discussions and all agreed changes are recorded. 
 

Recognition and Ownership of Existing Capacities 
It is important to remember that the organizational assessment is not just about 
identifying capacity building needs; it is also about recognising existing 
organizational capacities. If this is not done, the feedback workshop may 
concentrate only on the organizational shortcomings and lead to a negative spiral 
of demoralisation, demotivation and disillusionment – in fact the opposite result to 
the one intended! The OA Team should therefore take care to ensure that 
existing capacities (where the organization scores ‘Well-developed’ or ‘Exemplary’ 
in the OA Tool) are identified, acknowledged and ‘owned’ by the organization in 
order to create a strong foundation for future capacity building initiatives. 
 
During this stage the OA Team should: 

• Remind the organization about its strengths and existing capacities  

• Encourage the organization to acknowledge those strengths 
 
At this stage, the external facilitator could: 

• Remind the organization about its strengths and existing capacities 

• Encourage the organization to acknowledge those strengths 
 
 

Identification and Prioritisation of Capacity Building Needs 
The OA Tool (described above) provides a summary assessment of the key 
areas of organizational capacity. 
The OA Tool may indicate a significant number of areas where the organization 
may need to build its capacity but the Tool cannot, in itself, prioritise those areas. 
The prioritisation of capacity building needs must be carried out through 
discussion, taking into account a number of factors: 

a. The need to address capacities critical to the success of the organization 
b. The need to address serious capacity deficits (i.e. where scores are 

embryonic and developing) 
c. For Programme Offices, where NGO Network standards have not been 

achieved 
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d. Where a capacity deficit in one area is identified as the underlying cause 
of a number of other capacity deficits (e.g. a low score in IO 11 ‘Change 
Management’ may be the root cause of other capacity deficits) 

e. Where there is greater potential for change in the organization  
f. Where a capacity deficit creates a problem in meeting important 

stakeholder requirements 
g. Where capacity building could be achieved quickly or relatively easily to 

give confidence to those involved and send a signal to others in the 
organization that change is achievable and leads to tangible benefits. 

h. The resource implications of making any required changes 
 

The cause and consequence analysis described in the Box below is a useful way 
of assessing the priority of a capacity deficit is to examine the causes of the 
problem and the consequences of failing to address it. 
 

Cause and Consequences Analysis 

The cause and consequence analysis can help to identify the root causes of capacity deficits (see 
factor d. above) and clarify the longer-term consequences for the organization of failing to address 
the deficit (see factor a. above). The following example shows a possible cause and consequence 
diagram for a deficit in Conservation Programme capacity P10- ‘Incorporation of socio-economic 
concerns in policy and field projects and programmes’. The cause and consequence analysis 
suggests that the capacity deficit is attributable to three main causes and, unless it is addressed as a 
matter of priority, it is likely to have serious consequences for the organization’s ability to achieve its 
goals. 

 

 
 

Capacity Deficit 

Causes 

Consequences 

Innovative approaches 
to work are not actively 

encouraged.

P 10  Some understanding of the overall socio-economic implications of  
conservation programmes & projects. However, these are not analysed in detail  

or considered in planning.

Socio-economic considerations are not an integral part of conservation planning  
and practice.

Limited awareness of 
external environment 

trends.

Little or no consultation 
with communities on the 

effects the project/ 
programme may have.

Organization develops a reputation 
for a blinkered approach to 

conservation issues.

Donors become less likely to fund 
future programmes.

Reduction in programme  
effectiveness and sustainability. 

Conservation goals not achieved. 
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During this stage the OA Team should: 

• Use the OA Tool to identify the most important areas for capacity building 

• Help the organization to prioritise the capacity deficits (using the factors 
listed earlier in this section) 

 
At this stage, the external facilitator could: 

• Support the OA Team in the above tasks. 

 

Stage 4: Planning and Integration 

Plan Interventions 
A participatory organizational level workshop should be held to plan practical and 
realistic interventions to address the prioritised capacity needs identified during 
the OA. This workshop should include discussion of possible consequences of 
the interventions; identifying forces that may resist or support change and 
devising a strategy to work with those forces. 
 
During this stage the OA Team should: 

• Help the organization to generate options for addressing the prioritised 
capacity deficits 

• Help the organization to decide between the options, based on an analysis 
of unintended as well as intended consequences. 

•  
At this stage, the external facilitator could: 

• Support the OA Team in the above tasks. 
 

Integrate into Organizational Strategy, Annual Plans and Budgets 
The agreed capacity building interventions need to be built into the formal 
planning processes, the strategic and annual plans. Senior manager should 
ensure that this takes places. 
  
The final plans should be discussed with the OA Team and shared widely in the 
organization.  
 
During this stage the OA Team should: 
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• Support the management team in integrating the capacity-building 
interventions into the organization's planning processes 

 

The OA Team stands down 
• At this point, the responsibility for implementing the capacity building 

interventions based on the organizational assessment reverts to the 
management team. It is at this stage that the OA Team should stand 
down.  

Stage 5: Review of the OA Process 
The senior management should conduct a review of the organizational 
assessment process as soon as possible after the Planning Meeting. The review 
may involve the external facilitator. 
The effectiveness of the whole organizational assessment process should be 
measured against the intentions established in the terms of reference.  
The review of the OA process should: 

• Examine the extent to which the objectives have been achieved,  

• Comment on the process (in relation to the original TOR) 

• Identify costs and benefits of the process 

• Identify lessons learned. 
At this stage, the external facilitator could: 

• Support the management team in planning and facilitating the review of 
the OA process 

At this point, the external facilitator’s involvement is likely to end. 

Stage 6: Implementation 
Implementation involves putting the planned capacity building interventions into 
practice. This is the responsibility of the senior managers. 

Stage 7: Monitoring and Evaluating the Implementation 
Monitoring and evaluating the implementation of action taken arising from the 
organizational assessment is the responsibility of the organization’s senior 
management  
 
Assuming that all agreed interventions arising from the organizational 
assessment are built in to the organization’s Annual Plans and budgets, the 
reviewing system for annual planning should automatically review progress on 
the implementation of the capacity building interventions. The senior 
management could consider incorporating the organizational assessment 
process as part of its regular approach to strategic planning. 
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The management may wish to consider involving the external facilitator in the 
review of the capacity-building interventions. 
 
Resource Implications of the OA Process 
The OA process of organizational assessment will require the allocation of 
resources. The two main resources required will be time and money. 
 

Time requirements 
The OA process is expected to take a maximum of 25-35 working days over a 
period of 5-7 weeks (depending on the size of the organization).  
For organization members, time will be required for: 

• Attendance at the Launch Meeting 

• Attendance at group/individual interviews and group discussions 

• Attendance at the Feedback Workshop 

• Attendance at the Planning Workshop  

• Any necessary travel 
For members of the management team, time will be required for: 

• Initial discussions concerning agreement to proceed 

• Attendance at the Launch Meeting 

• Attendance at group/individual interviews and group discussions 

• Attendance at the Feedback Workshop 

• Planning agreed interventions and integrating them into strategic plans, 
annual plans and budgets at the Planning Workshop 

• Any necessary travel 

• Managing the implementation of agreed interventions 

• Monitoring and reviewing agreed interventions 
For members of the OA Team time will be needed for: 

• Planning and co-facilitating the Launch Meeting 

• Planning the data collection 

• Data analysis  

• Planning the feedback WorkshopFinancial requirements 
Funding may be needed for the following: 

• Expenses for members of the OA Team during the planning and data 
collection stage 

• Launch Meeting costs 
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• Fees and expenses of the external facilitator 

• Feedback Workshop costs 

• Planning Meeting costs 

• Necessary travel 
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CHAPTER 10: MONITORING AND EVALUATION 
 
NGOs want to show that they are working to high standards and that they really 
are making a difference. They are also under increasing pressure from funders 
and the government to demonstrate how well they are doing and what works. But 
organizations may be put off evaluation by a belief that it is a job for experts, or 
by monitoring and evaluation jargon. People may also be worried about the risk 
of adding to their workload. Monitoring and evaluation both need commitment, 
planning and some investment of time, but this booklet will show you that you 
can do them with the resources you already have. It should also reassure you 
that you probably already have many of the skills you need. 
 
Monitoring is the routine tracking of service and programme performance using 
input, process and outcome information collected on a regular and ongoing basis 
from policy guidelines, routine record-keeping, regular reporting and surveillance 
systems, and occasional health facility observations and client surveys. This 
information is used to assess the extent to which a policy or programme is 
achieving its intended activity targets on time. In a well-designed M&E system, 
monitoring will contribute greatly to evaluation. 
 
Evaluation is the episodic assessment of results that can be attributed to 
programme activities; it uses monitoring data and often indicators that are not 
collected through routine information systems. Evaluation allows exploration of 
the causes of failure to achieve expected results on schedule and the mid-course 
corrections that might be necessary. Process evaluation assesses progress in 
programme implementation and coverage. Outcome and impact evaluation 
measure the effect of programme activities on the target population. 
 
Monitoring and Evaluation framework 
The elements of M&E described above are brought together into a framework 
that forms the basis for a complete M&E plan. The framework is a visual concept 
of how the elements of the programme fit together. The most commonly used 
framework for the selection of indicators for M&E is the input–process–output–
outcome–impact framework illustrated below. 
 
For a programme or project to achieve its goals, inputs, such as money, staff 
time and policies, must result in outputs, such as drug stocks and supply 
systems, new or improved services, trained staff. These outputs are often the 
result of specific processes, such as training sessions for staff that are key 
activities aimed at achieving the outputs. If these outputs are well designed and 
reach the populations for which they were intended, the programme or project is 
likely to have positive short-term effects or outcomes, such as an increased 
number of PLWHA screened for TB symptoms or of TB patients tested for HIV. 
These positive short-term outcomes should lead to changes in the longer-term 
impact of programmes, reflected in fewer new cases of TB or HIV. 
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Monitoring and Evaluation framework 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
          Monitoring/Process Evaluation                       Outcome/Impact Evaluation 
 
Why should you evaluate? 
Monitoring and evaluation are important for two main reasons. 
 

1. For learning and development 
Monitoring and evaluating your services will help you assess how well you are 
doing and help you do it better. It is about asking what has happened and why - 
what is and what is not working. It is about using evaluation to learn more about 
an organization’s activities, and then using what has been learnt. 
 

2. For accountability - to show others that you are effective 
Funders and other sponsors want to know whether a project has spent its money 
in the right way. There is pressure from funders to provide them with proof of 
success. Many projects have to respond to this demand in order to survive. 
 
What is self-evaluation? 
When an organization uses its own people and their skills to carry out evaluation, 
this is known as self-evaluation. Monitoring and evaluation is built into the 
everyday activities of the project so that it becomes part of what you do. This 
guide shows you the first steps to self-evaluation. 
 
 
NGOs have to be clear about what they are trying to achieve and need to 
develop specific aims and objectives. This is increasingly important for funders, 
other agencies and for service users. There are many approaches to evaluation. 
The approach this chapter describes is a model of self-evaluation that recognises 
this emphasis on aims and objectives. 
 

CONTEXT 
Environmental, cultural, political, and socio-economic 

factors external to the programme

PROCESS 
 
Programme 

activities 
 

(Training, 
logistics, 

management, 
IEC/BCC) 

 

OUTPUT 
 

Results at 
the 

programme
level 

(measure 
of programme

activities) 
Services, 

service use, 
knowledge 

OUTCOME
 
Results at 
level of 
target 
population 
 
(Behaviour, 
safer 
practices) 
 

IMPACT 
 
Ultimate 
effect 
of project 
in 
long term 
(TB 
incidence, 
HIV 
prevalence, 
morbidity, 
mortality) 

INPUT 
 

Basic 
resources 
necessary 

 
(Policies, 
people, 
money, 

equipment) 
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The five steps to monitoring and evaluation  
Step 1 
What are your aims? 
Your aims are the changes you are trying to achieve in the main group or groups 
you work with. 
 
Step 2 
What are your objectives? 
Your objectives are the activities you carry out to achieve your aims. In other 
words, how will you bring about these changes? 
 
Step 3 
What are your performance indicators? 
These are the things you check to see how well your project is doing. In other 
words, how will you know you are bringing about a change? 
 
Step 4 
Monitoring - how well are you doing?  
You need to monitor to find out whether you are achieving your aims and 
objectives. Monitoring is the routine and systematic collection of information. This 
will tell you about your activities and whether the project is making a difference. 
 
Step 5 
Evaluation - what change have you made?  
You evaluate, that is, you consider all the information you have collected and 
make a judgement about your project. 
 
We will work each of these steps in turn. 
 
Step 1 what are your aims? 
 
It is useful to review your project’s aims and objectives when you start your self-
evaluation, to make sure they are clear and appropriate. It is also important to 
distinguish clearly between your aims and your objectives. 
 
Aims describe the changes you want to see in your target group 
What is a target group? This term refers to the main group or groups you are 
working with and the people your service is intended for. For example, the target 
group of the family centre is the children and parents identified as most needing 
and likely to benefit from its activities. 
 
The aims of the family centre describe the changes it wants for those children 
and parents. It is useful to break aims down into two different parts. We can call 
the first part an overall aim. The overall aim of the family centre is “to improve the 
lives of the children who use the centre”. This describes in broad, general terms 
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the change the family centre wants to see in its target group. Some organizations 
call their overall aim a “mission statement”. 
 
The overall aim is likely to be too broad a statement to allow you to plan your 
work in detail or to provide guidance on what you might monitor and evaluate. It 
is helpful, therefore, to break the overall aim down into specific aims. These are 
more precise statements about different aspects of your overall aim. 
 
What does the family centre mean by “to improve the lives of the children?” It 
means three specific things: 

• to improve the parenting skills of the parents using the centre 
• to increase children’s self-esteem 
• to help parents give each other support. 

 
You can now check more easily how you are doing by monitoring and evaluating 
in relation to each separate aim. You may wish to break your overall aim down 
into more than three statements. Some projects have four or five specific aims. 
 
 
Checklist 
It is helpful to keep the following points in mind when agreeing your aims: 

• Use language that will be helpful. People tend to use verbs that 
describe change when setting their aims, such as to increase, to 
promote, to improve, to reduce, to enable or to develop. 

• Be clear about your target group. Who are you working with? Which 
group or groups will change or benefit as a result of the project? 

• Be clear about the geographical area you will work in. 
• Make sure everyone in the project is clear about its aims. Does everyone 

understand what each aim means? Try to involve as many people as 
possible throughout the project when you set your aims. 

 
Remember that it is important to take time to discuss and decide your aims. You 
will find it more difficult to set the right objectives and to evaluate the project if 
your aims are unclear. Make sure you cover all the points in the checklist before 
you go on to the next step. 
 
Once you have agreed on the change you want to bring about, the next step is to 
think about how you are going to do this - by setting your objectives. 
 
Step 2 what are your objectives? 
Objectives are the practical activities you carry out to bring about a change in 
your target group - that is, to achieve your aims. 
 
The family centre has four objectives: 

• to provide workshops, information and advice on parenting skills 
• to provide opportunities for play, drama and dancing 
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• to run a drop-in centre with a play area 
• to organize outings for parents. 

 
These were decided on by looking at each aim in turn. They then discussed: 
“What do we need to do as an organization to achieve this aim?” 
 
The objectives relate to the family centre’s three specific aims in the following 
way: 
Specific aim one Objectives 
To improve the parenting skills of the 
parents using 

So they: 
• provide workshops, information 

and advice on parenting skills 
• run drop in centre 
• organize outings for parents  

Specific aim two Objectives 
To increase children self esteem So they: 

• Provide opportunity for play, 
drama and dancing 

• Run a drop-in centre with a play 
area 

Specific aim three Objectives  
To help parents give each other 
support 

So they: 
• Provide workshops, information 

and advice on parenting skills 
• organize outings for parents 

 
 
There is a direct link between each aim and its objectives. In order to achieve 
some aims, it may be necessary to carry out several different activities. 
Therefore, each aim may have more than one objective and some objectives 
may relate to more than one aim. 
 
 
Checklist 
It is helpful to keep the following points in mind when setting your objectives: 

• Use language that will be helpful. 
People tend to use verbs which describe action when setting their objectives, 
such as to organize, to produce, to conduct, to set up, to run or to provide. Using 
different types of words for your aims and objectives will help you keep them 
distinct from one another. 

• Be realistic. 
Don’t be over-ambitious. Make sure you have: 

o sufficient financial resources 
o enough staff or volunteers 
o enough time to run each activity. 
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• Limit the number of aims and objectives and make them as focused as 
you can. 

 
NOTE: Review your aims and objectives from time to time. You may find that you 
need to change them in the light of new information. 
 
Step 3 What are your performance indicators? 
 
Performance indicators will help you assess the progress and success of the 
project. There are different types of performance indicator. Here are the two 
types that we use in this guide: 
 
Output indicators help you to assess the work generated by the project and to 
show progress towards meeting your objectives. 
 
Outcome indicators help you to assess the changes that take place as a result 
of your project, and show progress towards meeting your aims. 
 
What is an output indicator? 
Once you have set your objectives, you will be able to describe your project 
activities in more detail and in ways that can be evaluated. The term output is 
used to describe the project’s activities, services and products. Outputs are the 
work generated by the project. You will need to identify outputs relating to each 
objective. 
 
EXAMPLE 
Objective: To provide workshops, information and advice on parenting skills. 
 
The family centre identified the main outputs relating to this objective as: 

• workshops 
• information and advice sessions 
• information leaflets. 

 
Once you have identified outputs, you can agree on indicators for them. 
 
Output indicators may be set for the following: 

• quantity - the number of services you run or products you deliver 
• take-up - the number of people or organizations who use your service or 

products 
• access - the type of people or organizations who use your service or 

products. 
 
Output indicators will help you answer important questions about your outputs. 
For example, the family centre wanted to know: 
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• the number of workshops and advice sessions the centre had run in a 
year and the number of information leaflets (quantity) 

• the number of people coming to workshops and advice sessions (take-up) 
• the profile of people attending, for example, their age, ethnic background 

and the proportion of men to women (access). 
 
For the family centre staff, an assessment could then be made about how the 
workshops and the information and advice services were running. You can ask 
similar questions about quantity, take-up and access in relation to each objective. 
 
Checklist 
It is helpful to bear in mind the following points when setting your output 
indicators: 
 

• Be realistic. 
Don’t set too many indicators. Think about your existing workload, your financial 
resources and the staff and volunteers available to help you run your activities. 

• Choose the most important indicators. 
Limit their number so that you collect only the information you need most to 
answer your evaluation questions. 
 
Knowing if or how you are achieving your objectives is only half the story. It is 
also important to know whether you are actually bringing about the change you 
wanted. In the case of the family centre, are the lives of the children using the 
centre improved? 
 
STEP 4 MONITORING 
 
Once you are clear about your aims, objectives and performance indicators, you 
can check systematically on progress. This checking process is known as 
monitoring. When you monitor, you can collect information on a wide variety of 
things relevant to the project. You are most likely to need information on: 
 
your outputs - how your activities are running, and progress towards meeting 
your objectives your outcomes – to check the changes resulting from your 
activities, and progress towards meeting your aims. 
 
Monitoring outputs 
To see how they were meeting the objective “to provide workshops, information 
and advice on parenting skills”, the family centre asked: 
 

• How many workshops and advice sessions were run? 
• How often were the workshops and advice sessions run? 
• How many people attended the workshops and advice sessions? 
• What was the proportion of men and women attending? 
• Where did those attending come from? 
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To collect this information, the family centre used three different methods: 

• A register taken at the beginning of each session showed how many 
people attended the workshops and advice sessions. 

• A diary was used to record how often and how many workshops and 
advice sessions were run over one year. 

• The sex and home address of each participant who attended the 
workshop and advice sessions were collected and entered onto a 
database. 

 
By monitoring this information, the family centre could see whether it needed to 
make any changes in the way it was running the workshops and advice sessions. 
The staff discovered that fewer people attended the Friday morning workshops 
than the Saturday morning ones. When they asked why, they found out that the 
Friday morning sessions clashed with the mother and baby clinic. So they 
changed the workshop to a Wednesday afternoon instead. 
 
It is important to collect information about your outputs, for example, about 
whether your activities are running as planned. However, you also need to 
monitor outcomes to find out whether the changes you hoped for have 
happened, and whether there are any unexpected results. 
 
Monitoring outcomes 
You may find collecting information about outcomes more difficult, as it could 
involve collecting information about people’s behaviour and attitudes. To collect 
information about whether the aim “to increase children’s self-esteem” was being 
met, the family centre asked several questions. Here are some of them: 
 

• How aware were children of different options and how often did they make 
positive choices between them? 

• Who did children talk to and play with? How often? 
• How often and when did children initiate activities? 
• How dependent was each child on others for different things? 

 
To collect this information the family centre staff did the following: 
 

• observed the children and recorded in a log-book when the children 
initiated play with adults and other children 

• observed and noted in a log-book the levels of interaction with adults and 
other children 

• asked the parents, using a questionnaire, whether they thought their 
children chose to do more things without them over a period of time. 

 
The log-book showed that most children did initiate play with adults and other 
children more often the longer they came to the centre. The feedback from the 
questionnaires filled out by parents showed occasions when the children still 
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relied on them. It also showed that many children became increasingly 
comfortable about talking and playing with other children and adults after 
spending some time at the centre. There were differences between individual 
children. 
 
Checklist 
It is helpful to bear in mind the following points when you are deciding how to 
collect monitoring information: 

• Think about ways of collecting information that will fit best with your 
project. 

o You may want to collect information by carefully observing your 
activities. The family centre staff observed the children’s behaviour 
when they were playing to see whether any changes occurred over 
a period of time. 

o Asking questions: You could use a written questionnaire or hold 
group or individual discussions to find out whether any changes 
have occurred. 

o Using records: You could use log-books, registers, databases, case 
notes or diaries to collect and record information. 

• Try to think creatively of other ways of collecting information. 
• Be clear about who will collect each piece of information and when to do it. 
• Make sure you explain to people collecting information why they are doing 

it and how you will use it. 
• Make sure that monitoring records are completed fully and accurately, and 

stored safely and confidentially. 
• Once your system functions well, write it down and make it part of your 

project procedures. 
 
NOTE: When you have collected the information about each of your aims and 
objectives, you will need to look back and make judgements about your project. 
Step 5 is about evaluation. 
 
STEP 5 EVALUATION 
Evaluation is about making sense of the information you have collected and 
making a judgement about your project. The work you do when you carry out the 
first four steps will help provide a basis on which to make informed judgements. 
You will have: 
 

• clear aims - the changes you want to see 
• clear objectives - the activities you carry out to bring about the changes 
• output and outcome indicators - guiding you on the information to collect 

to make judgements 
• a monitoring system - to collect relevant information. 

 
You can use the information you collect to help you answer the following 
questions: 
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• Did the project achieve its aims? Did it make the changes you hoped for? 
If your project did not achieve its aims, why not? 

• Did the project achieve its objectives? Did its activities run as planned? If 
not, why not? What worked well and what not so well? Did you reach your 
target group? 

• What else have you learnt from the evaluation? What else has it told you, 
for example, about the way the project works, your management support, 
staffing and other resources? 

 
Take time to consider what the information is telling you. The answers to these 
questions will feed into your planning process, helping you to identify the 
developments you want to make to future work plans. 
 
Remember also to learn about how your monitoring and evaluation worked. 
Think about how you might do it differently next time, if necessary. 
 
Reporting the results 
How you share and use the results of your monitoring and evaluation is very 
important. Think about who would be interested in the results and how that 
information should be reported. You are likely to need a written report for your 
funders. However, there may be many other people interested in the evaluation, 
such as your users, your trustees, staff and donors. So take these different 
groups of people into account when thinking about how to report your evaluation. 
As well as a written report, think creatively about other ways of reporting 
information. Here are some ideas: 
 

• annual reports 
• training events 
• conferences 
• meetings 
• videos 
• newspaper articles 
• radio interviews 
• your website 
• newsletters. 

 
When you are deciding on how to report your results, think not only about who 
your audience is, but also about how you want to use your evaluation findings. 
Remember that evaluation is meant to be used to assess the outcome of the 
project; that is if it has a meaningful impact on the community or society it tends 
to serve. 
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