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How to Write a Proposal 

and 

A Few Tips on How to Organize An Office.

I. Introduction.

This booklet has been written in conjunction with the OSCE Vukovar Coordination Center and was the initiative of Elan Shore and, in particular, of Nora Kankashian who has pushed me mercilessly to write it.  Writing proposals and dealing with donors is not easy.  It is necessary for most ngos to have one or two people who make themselves "expert" in this field.  Furthermore, in general, running an ngo is not easy.  The longer we do it, the more we realize that it is very much like running a business.  If it is to be successful, there must be careful attention to such work as administration and finance, which tend for all of us to get lost in our idealism.  That has to be there too, of course, and the combination of these implies a great deal of hard work and long hours.  This is more than many people bargained for when they started.  The advice given below is elementary and should not be regarded as definitive.  Donor requirements change constantly and what was acceptable yesterday may no longer be acceptable today.  We welcome your feedback on this brochure to one of the above addresses.

Charles David Tauber, M.D., Vukovar, 4 December, 1999.

The Elements of a Project Proposal.

The format of a proposal is extremely important.  Each donor will have its own format and you must, of course, follow that.  Unfortunately, it may be necessary for you to rewrite the proposal a number of times to satisfy each of these schemes.  You must also have a scheme of your own which you can give when no specific format is required.  The most important advice is to keep things complete but concise, which is almost a contradiction in terms and is therefore a very delicate balance.  

The format given below is one which we use and which includes elements which the most donors require.  Again, we emphasize that the shorter the proposal the more chance it has of being read.

The Proposal Scheme.

1. The Title Page:

Charles David Tauber, M.D., Head of Mission

Coalition for Work With Psychotrauma and Peace

Gunduličeva 18

32000 Vukovar

Croatia

Tel. + fax 385-32-441 975

Tel. only 385-32-641 392

e-mail:  cwwpphom@zamir.net

or

c/o Kupers

Ds. S. Tjadenstraat C81

9663 RD Nieuwe Pekela

The Netherlands

Tel. 31-597-645 790

Fax. 31-597-647 029

12 October, 1999

Name of Proposal.

2. The Project Summary.

(Start on a new page)

Project Summary.

Participating Organizations:


Target Region.


Duration of Project:


Goals:


Objectives:


Target Groups.


Elements of the Project:


Methodology


Results:


Estimated Costs for a Period of ____


3. Body Text

(Start on a new page).

Background:

Goals:

Objectives:

Target Groups.

Elements of the Project:

Methodology:

Results:

Phases of the Project:

Evaluation.

Staffing of the Project:

Administration and Structure of the Project.

The Participating Organizations and Their Backgrounds:

The Role of Each of the Participating Organizations:

4. The Budget.

(Start on a new page).

Budget:

All amounts in 

Summary Budget



Total















Details



















Explanation of Each Element With Examples.

a. The Title Page.

The title page includes the header, that is, the name, address, and title of the person and the organization to whom correspondence should be directed.

The date that the project was written should also be given.  This is important to a donor to see how current the proposal is, but it is also important if you are writing a number of versions of the proposal to find the version you are looking for.

This page should include the title of the project.  The title of the project should be as short as possible but should describe the nature of the project and the area in which the project is to be carried out.  Where there are disputes or political problems with the name of the region, the legal name and/or a neutral name should be given to the area  

Some examples:  Legal Assistance in Eastern Croatia; Multi-Functional Centers in the Brcko District, Bosnia; A plan for a bakery in Osijek, Croatia; Computer Education for Disadvantaged Children in Brooklyn, New York, USA.

b. The Project Summary.

This should start on a new page.  It should be as short as possible (preferably one page and certainly not more than two) and in roughly the format given above.  In this part of the proposal, give as few longer explanations as possible.  Simply state the facts.

Participating Organizations:  Here give a list of all organizations taking part in the project.  There are several ways of making the list.  One is to start with the organization which will be leading the project and then to list organizations in order of their importance to the project.  The order may, however, be governed by political or other considerations.  Still another way to list the organizations is in alphabetical order.

Target Region:  This is a list of the places to be covered by the project.  Use the "politically correct" name or the name most acceptable to the donor to which you are applying.  This may be different for various donors.  Be as exact as possible with the location.

Examples:

The municipalities of Osijek, Sodolovci, Vukovar, and Ilok in Eastern Croatia.

The municipal units of Stari Rasadnik, Brodusa, and Desdarusa in the former Zone of Separation as well as the part of Brcko Town known as Srpski Varos in Brcko District, Bosnia.

Duration of Project:  When will the project start and when will it end?  How long will it last?  Is this dependent on when funding is obtained or on other factors?  This is the place to state this information.  Be as exact as possible.

Examples:  

(for a conference)  7 and 8 May, 1998; 

Two years starting from the receipt of funding; 

1 January, 1998 to 31 December, 1999.  

Goals:  Goals are the abstract states which are the ultimate aims of the project.  They are the ultimate end to which the project is working.  The project may be only one step toward these (ultimate) goals.  

Examples:  

Reconciliation;

Prevention of future conflict; 

Strengthening the economy of (your country, community).

Objectives:  These are more concrete but are still somewhat abstract.  They give the general strategy which you are using to achieve the goals.  

Examples:  

a. If the goals are reconciliation and prevention of future conflict, your objectives may be improvement of the mental health of the community and work on non-violent conflict resolution; 

b. If your goal is strengthening of the economy, your objectives may be to increase employment in the community by building a factory.

Target Groups:  Be as specific as possible here in saying which groups you will work with.  

Examples:  

Women in the municipalities given above.; 

Persons over 65 years old in the locations given above;

Children between the ages of 5 and 10 without parents; 

People from municipality X in country Y wishing to return there from city Z in country A.

Elements of the Project:  Here you state which sub-steps will your project include and in what order.  

Examples:  

a. A program on non-violent conflict resolution might include elements of 

1. Assessment of community need, 

2. Selection of the groups to be dealt with, 

3. Recruitment of group leaders.

4. Training of group leaders, and 

5. Work on resolving the individual and group conflicts within the community;  

b. A project to build a factory might include 

1. Selection of contractors for each piece of equipment, 

2. Recruitment of staff.

3. Installation of equipment.

4. Production phase.

5. Evaluation of the first production and profit data.

Methodology:  This section gives the basic methods to be used.  Be brief and only give the key phrases which describe the methodology.  However, be specific so that the donor knows that you know what you're talking about and, if the donor calls in an expert (as sometimes happens), that expert will be able to verify that your methods are acceptable.

Examples:  

For a project on psychotrauma:

1. Group and individual therapy following classical methods 

2. Techniques of art and music therapy as developed by Barath in the project for UNICEF dated 30 October, 1999.

For a factory:

1. Methods of recruitment which include the assurance that all ethnic groups take part in the process.

2. The method of production of steel as used by the XYZ Steel Factory in Carbuncle, New York, USA,

Results:  The are the concrete (and realistic) results you will have achieved within a given timeframe.  Here, that timeframe should be the end of the project period.  In the body text, you can give more detail.  

Examples:  

1000 client contacts within the first three months of the start of the project.

A profit of 1 500 Euros within one year after production has started.

Estimated Costs for a Period of ____:  Here give the results of your total budgetary calculation (see below) in the currency requested by the donor and for the period requested in this proposal.  If not specified, use US Dollars, Deutsche Marks, or Euros.

Example:
Estimated Costs for a Period of One Year:     25 000 Euros.

Estimated Costs for the Period of the Preparation of the Conference and the Conference itself:  10 000 DM.

c. The Body Text.

Start this section on a new page.

In this section, you should explain the reasoning behind your request for funds.  Although you have somewhat more room to give details than in the project summary, you should again be as concise as possible.  

Background.  Here you should explain in a few sentences the situation in your area and the reason(s) that your project is needed.  The historical and sociological part of the story should be present, but you should keep anything which a donor could think of as political out of your explanation.

Examples:  

a. City X in Bosnia underwent severe bombing between 1992 and 1995 when the Dayton Peace Accords were signed.  During this period, there was an influx of Group A into City X and an exodus of Group B to the surroundings of the city.  The population of the city is roughly 50 000 and there are only three psychologists and psychiatrists to cover the entire population.  Both experts (local doctors, social workers teachers with whom we have consulted) and lay persons (local refugee leaders and the leaders of groups A, B, and C) report that the level of traumatization and the level of stress-related disease in City X is very high but do not know the figures because no epidemiological studies have been carried out.  Furthermore, virtually no one in City X has had training in psychotrauma.  All questioned are overburdened with work, and thus there is a severe under-capacity in City X to deal with these problems.

b. City Y had a pre-War population of 100 000 people of whom 30 000 were of Group A, 25 000 were of Group B, and the remainder (45 000) were of group C.  During the War, Groups B and C left City Y but return is now being planned.  The economy of the city was completely destroyed during the War, and, at present, virtually no industry is functioning normally.  There is thus a strong need for stimulation of the economy and, at the same time, stimulation of the mixing of ethnic groups to encourage return.

Goals.  Here you explain the goals stated in the project summary in somewhat more detail.

Examples:  

We shall use the examples given above, that is, a project about psychotrauma with the goals:
Reconciliation.

Prevention of future conflict.

   The recovery of the society in Country X after War, both economically and socially, is dependent on reconciliation between Groups A, B, and C.  Further violence must be prevented if this is to be achieved.

For the project on building a factory, the goal is:

Strengthening the economy of Country X.

  After the War, an important goal for the recovery of society is the building of a strong economy which can support the population of the region.

Objectives.  Here you have the chance to explain the objectives given in the project summary in detail.

Examples:
Again, using the example of a psychotrauma project, one objective could be:

Improvement of the mental health of the community.

Some of the problems of post-war trauma include problems of concentration and memory, depression, anxiety, anger and rage, dependency on alcohol and drugs, personality changes, and violence within the family, as well as the stress-related physical problems such as general increase in the frequency of illness, problems of dizziness and balance, stomach ulcers, circulatory system problems such as high blood pressure, heart attacks, strokes and muscle problems which lead to problems with the joints, and even problems related to the weakening of the immune system such as diabetes mellitus and even cancer.  Thus, it can be seen that such problems will be barriers to reconciliation and may even foster further violence.  They will also be barriers to economic recovery and to the development of civil society.

Using the example of a factory project which will have a multi-ethnic workforce, an objective could be:

Increasing employment in the community.
Increasing employment in the community will assist people to be less dependent and will have the effect of stimulating other sectors of the economy, including the service sector.  This will contribute to a positive spiral which will encourage the formation of other businesses and thus lead to redevelopment of city Y.

Target Groups.  Why are you working these groups?  What is so special about them and what are their special needs?

Example:
Persons over 65 in the A neighborhood of City X.
Persons over 65, in general, have a greater need for social and medical care.  They are less mobile than younger people and are able to work less or not at all.  In City X the hospital services and social services which were provided before the war have deteriorated completely because of the lack of funds to keep them up and because of the destruction of physical facilities.  Furthermore, the is no adequate transportation for the elderly to reach the existing facilities, and no community visiting services now exist.  Furthermore, pensions are at a low level, and it is impossible for the elderly of City X to pay for the services which do exist.

Elements of the Project.  Why these elements and why the order in which you have given.  Also, explain each element in somewhat more detail.

Example:
Let us use the example of the program on non-violent conflict resolution:

Here, the steps are in logical order and need no further explanation.  An explanation will only be given for the first step.

1. Assessment of community need and development of a plan.
During the preparation of this project, there has been an assessment through speaking to community leaders such as doctors, social workers, and religious leaders from all (there are 4) ethnic groups who reside in the area..  It is, however, essential to speak with them further as well as to speak with a sample of the local population to determine the precise picture of the needs and desires of the community and to develop a plan of action together with them.

2. Selection of the groups to be dealt with, 

3. Recruitment of group leaders.

4. Training of group leaders, and 

5. Work on resolving the individual and group conflicts within the community;  

Methodology.  Explain your methods in somewhat more detail here.  Why are these the methods which are appropriate to this project?

Example:
The example used in the explanation of Elements of the Project will be taken further here.

The assessment community need and development of a plan.  Several methods will be used here:

1. Focus groups.  Here, groups of persons of various professions will be brought together for sessions of 2-3 hours during which their comments will be carefully noted and transcribed.  There may be several sessions with each group.  Later, representatives of each group will be brought together to produce a plan for going further.  This plan will also include our input.

2. Random population sampling.  After publicity about what we are doing and why we are doing it through the local media and through community leaders, 5% of the population will be interviewed for roughly one hour by interviewers who will be given a one week training course by us.  Consultant for the interviewer training course will be the X organization and, in particular, Mr. Y who has had 10 years of experience with such techniques.   The interviewers will be of the same ethnic group as the persons they are interviewing.

Results.  Specify your results in as much detail as possible here, also giving something of the time frame in which you expect the results.

Examples:
We expect to have 15 patient contacts per counselor per week during the first three months of the project.  Considering that treatment takes roughly six months, by the end of the first year we expect that each counselor will have seen 30 patients.  As we have budgeted for 10 counselors, we expect our the total number of patients treated during the first year to be roughly 300.  Further, we expect to give at least 3 hours of group supervision weekly to all counselors, thus amounting to roughly 140 hours by the end of the first year, accounting for vacations and free days.  Further, we expect that each counselor will have 3 hours per month of individual counseling, amounting 36 hours by the end of the year.

Note:  for a proposal for a business, a full business plan should be presented, giving expected production and profit/loss results for the first several years (usually five, but donor dependent).  It is beyond the scope of this brochure to present such a plan in detail.

Phases of the Project.  Here give the time line of the project.  What will happen when and how long will it take?  Be realistic!

Example:
Phase I:  Renting and setting up an office:

Time frame:  4 weeks.

Phase II:  Recruitment of personnel and establishment of contact with local government.

Time frame:  4 weeks.

Phase III:  Training of Personnel.

Time frame:  8 weeks.

Phase IV:  Publicity and recruitment of patients.

Time frame:  3 weeks.

Phase V:  Start of Treatment.

To start simultaneously with Phase IV and to run throughout the remainder of the project period.

First Complete Evaluation.
To be carried out 3 months after the start of treatment.

A similar set of phases can be devised for a business project.

Phase I:  Cleaning and preparation of the factory premises.

Time frame:  4 weeks.

Phase II:  Ordering of machinery.

Time frame:  to be carried out 3 weeks after funding is received.

Phase III:  Rebuilding of the factory to suit present needs.

Time frame:  This process will start upon the completion of Phase I and will continue for 8 weeks.

Etc.

Evaluation.  How will you evaluate the project?  This should include internal evaluation, evaluation by the beneficiaries, and external evaluation.

Example:
Internal evaluation will be carried out weekly through a staff meeting.  A formal written evaluation of the project will be carried out by staff at quarterly intervals.

Evaluation by beneficiaries will consist of a questionnaire to be requested at the end of treatment and/or every ten sessions.

External evaluation will be carried out by Dr. X from City Y who will observe five sessions of each counselor.  This evaluation will take place at three month intervals.  Further, the firm XYZ of City A will inspect the financial accounts and will make a formal report which will then be passed on to the donor.

Staffing of the project.  Who will lead and staff the project?  What are the qualifications of each person?  If you need to recruit staff, how will you do that?  What will be the qualifications of the staff you hire?

Examples:  
The project will be led by Ms. A B.  Ms. B has a degree in sociology from the University of X.  She has worked for a total of 10 years in organization M as field officer, in organization N as sub-director of the project, and in organization O in the position of project leader.  She has been in this area for 5 years.

The administrator of the project will be Mr. Z X.  He has three years of post-secondary education in economics and administration, and has worked as administrator for companies A, B, and C for a total of 10 years.

We will further recruit a doctor who will be required to have at least a specialization in family medicine as well as 10 field workers who will be required to have at least secondary education at "gymnasium" level and who will undergo an intensive recruitment process.  The final decision on their employment will be made by the project director.  These persons will then be given a six week training program in communications and community work.

Administration and Structure of the Project.  What kind of body will run the project?  Who will make decisions on the project?  Will there be a special administrator or board specifically for the project?  How will the financial accounting be done?  There are several possibilities here.  If the project is a small one, it may be run internally by the ngo itself.  If it is a large project, a special board may need to be appointed.  Examples of both are given below.

Examples:
a. The project will be administered from within Organization X.  As indicated under "Staffing", the project will be led by Ms. A B and will be administered by Mr. Z X, both of whom are current employees of our organization.  Records will be kept in accordance with good standard practice and reporting will be in accordance with the specific requirements of the donor.

b. A Board consisting of representatives of Organizations X, Y, and Z will be set up to administer the project.  This Board will also include Ms. A B, the project leader, and Mr. Z X, the project administrator, neither of whom will have duties aside from those relating to the project.  This board will meet monthly to evaluate the project and to discuss practical matters pertaining to it.  Further, the Board will be advised by an Advisory Committee on matters of special expertise pertaining to the project.  This Committee will be named with the agreement of all organizations concerned and will include experts from each field dealt with by the project.

The Participating Organizations and Their Backgrounds.  Why this (these) organizations?  How are they qualified to run the project.  Here give a brief history and the mandate of each.

Example:
The Organization X was founded in 1996 by a group of concerned citizens, including members of Organizations A, B, and C.  It is registered in countries D, E, and F.  The Organization X has been working in the region covered by this proposal (give the name of the region) since 1997.  The mandate of the organization is to empower people to take control of their own lives through means of democratization.  Its methods are to work at grassroots level to carry out training in basic democratization and civil rights and to assist citizens in obtaining those rights and to carry out research as to how to do that in the most efficient way possible.

The Role of Each of the Participating Organizations.  What will each of the participating organizations contribute to the project in terms of human or other resources?  How will the organizations interact?

Example:
Organization X will carry out the main administration for the project and will take responsibility for reporting.

Organization Y will carry out training and supervision.

Organization Z will contribute personnel to the project and will be responsible for hiring and firing of such personnel, in conjunction with Organization Y.

Organization W will be responsible for construction of the premises.

d. The Budget.

If the budget is short and does not go beyond the end of the current page, you may leave it at the bottom of the body text.  If it passes over a page boundary, it looks better to start it on a new page.

You must first specify the currency you are working in.  In general, work in the donor's "home" currency.  If you are writing a proposal for several donors, the best currencies to use are US dollars, German Marks, or Euros (in extremely rough terms, at the time of writing, 1 Euro = 2 German Marks or 1 US dollar).

There are two parts to the budget.  The first is a summary budget.  This should specify the subtotals for each part of the project.

The second section is the "Details" part of the budget.  Here you must specify in as much detail as possible the costs for each part of the budget given in the summary.

A very brief example is given below.

All amounts in Euros.

Summary Budget for the first year of the project.



Total

45 000

Establishment of an Office.

6 000

Running Costs for the First Year of the Project.

39 000





Details



Establishment of an Office

6 000

Redecoration (painting, purchase of curtains and other amenities)

1 000

Purchase of 2 desks and 8 chairs

500

Purchase of (used) copy machine, fax, and telephones

3 000

Purchase of basic office supplies such as pens, paper, etc.

500

Purchase of two used computers

1 500





Running Costs for the First Year of the Project.

39 000

Salaries:

27 000

  Project director at 1 000 per month
12 000


  Project administrator at 750 per month
9 000


  Secretary at 500 per month
6 000


Office Rental at 500 per month

6 000

Utilities (heating, electricity, etc.) at 250 per month

3 000

Telephone at 250 per month

3 000

Office supplies at 125 per month

1 500

Travel costs at 250 per month

3 000

Miscellaneous and unforeseen costs

1 500

A Few Further Notes.

You should try to open a foreign currency ("hard currency") bank account in a local bank.  Include the number of this account, the bank number which exists in some countries, and the SWIFT code (a code identifying your bank) with the budget..  Also include the name and address of the bank.

In some countries you should also include the personal identification number ("JMBG" in Croatia,Yugoslavia,  and Bosnia) of the person responsible with this budget.

Ways of Finding and Approaching Donors.

Finding donors is not a simple process.  Perhaps the easiest way is to ask other ngos with whom they have worked in the past and who they know is interested in the area.  There are many books on the subject, and the libraries of the consulates of the major Western countries in your capital city will at least have some of them.  You should thus consult the local British Council, the American Library, and the local office of the European Union.  Furthermore, you should contact the ngo liaison officers of the major international organizations working in your area (UN, OSCE, UNICEF, IOM, etc.) for their ideas on whom to approach.

One principle which is important is that, in general, the proposal of a group of organizations working together will be better accepted than a proposal from a single organization.  This is particularly true if the organizations in the coalition represent different ethnicities and/or different specialties (example:  a legal ngo working together with an ngo dealing with psychotrauma and one dealing with reconstruction).

The Internet is another source of information if you can use it effectively.  This can be problematic.  Once, on a search for funders, we came up with over a million and a half entries.  Helpful sites are those of the Foundation Center in New York and the European Foundation Center in Brussels.  Linked with them is an organization known as Orpheus which also lists some European donors.  Another useful site is that of the National Endowment for Democracy.  Many donors will have web sites themselves, so that, if you know their names, you can search for them that way.

The foreign ministries of many countries have their own sites, and religious organizations are another source of possible information.

Further, many industries or individual companies have charity funds for specific purposes.

In general, you should read as much information as you can about a potential donor before approaching them.  That can be obtained from the web or from some of the books which are published.  Each donor will have its special areas of concern and will finance projects which answer its style and its funding limits.  Example:  one donor may finance projects on democratization in countries X, Y, and Z in the general range of DM 50 000.  It would thus not make sense to approach them with a project on reconstruction in country W with a budget of DM 500 000.

If possible, you should approach a donor personally to see how they want to be approached formally.  Some will want you to fill in their own application.  Many will want you to send a "free form" proposal.  They may specify the minimum amount of information to be given within that proposal and the order in which that information must be given.  Still others may want a "letter of inquiry".  Some donors again specify the form of this letter.  If they do not, however, the letter should be no more than two pages long and should include an even shorter version of the project summary given above along with some basic background of your organization.  While you can sometimes go a little over the two page limit, try not to, especially if that limit is specified by the potential donor.

It is also very important to follow up your inquiry and the process of your application.  If you do not get an acknowledgement of it, call or write to be sure it was received.  While you should not be a pest, you should be persistent and call or write at least every few weeks to find out the progress of your application and where you stand.  Donor opinion on this varies.  Some find it a sign that you are interested.  Others can get annoyed by it, so be careful and frankly ask about their attitude the first time you call.

Simple Methods of Record Keeping.

A. Filing.

We here must deal with two types of filing systems – traditional paper filing systems and computer filing "folder" systems.  The same principles apply to both.  In both types of systems it is necessary to have some general idea of how you will later be able to find the documents you put away.  These systems must be logical to you and to someone else, because you may not always be around later.  For the same reasons, it is good to talk to your colleagues and see what they find logical.  In the cases of both the "hard" paper systems and the computer systems, it is advisable to use an outline system at various levels.  Thus, you should figure out what your main topics are going to be and then figure out the sub-topics for each level.

With regard to "hard" folders, you should separate the various levels by using different colors of paper or the position of the tab to differentiate between the various levels.

With the computer files, under the current versions of Windows 95, Windows, 98, Windows 2000, etc., you can differentiate these levels very easily.  You need to get a little training locally as to how to do this, but it is a very simple procedure.  Under the Windows Explorer, simply click on the folder in which you wish to make a sub-folder.  Then, under the File menu, click new, then click folder, and name the new sub-folder.  The new long naming system under Windows of 1995 and later makes the recognition of files much easier.  You no longer have to remember (of have lists of) the names of your files.  Again, however, think carefully about the names of your files, because the computer will alphabetize them and you want to be able to find them again.  Our advice is to use a folder for any topic on which you have more than one document.  If you want to organize documents by dates, our advice, using the system of ordering of documents which the computer uses is to use the format:

Year month day, thus 1999 12 03  

This ensures that you will be able to find the files by dates.  Also, for computer-technical reasons, do not use periods (full stops) or other punctuation in your file names.

We recommend that your hard filing systems and your computer filing systems be parallel, that is, have roughly the same structure if that is possible under your conditions.

Furthermore, with regard to your computer files, we recommend that you have a main folder called something like Files or Documents in which you keep all your other folders.  This is to differentiate the documents from the programs and other materials on the computer.

With computers, we strongly recommend that you back up your files every day.  This is time-consuming, but it saves a great deal of problems if something goes wrong with your computer.  This means that you should save every file that you make somewhere else, that is, on a floppy disk or on another computer.  There is a backup function in Windows under the Start ->Accessories->System Tools menu.  Get your local computer expert to show you how to use it.

This is another point with computers.  Be sure that you have someone near you who, especially at first, can show you what to do when things go wrong.  Also, be sure to read the "Help" functions which are currently included with every computer program.  We are aware that this is very time consuming, but it makes you aware of the possibilities of the programs which you have and, at least sometimes, can help you to correct problems when something goes wrong.  There is, however, no substitute for a good professional.  You can, however, learn to do a great deal yourself.

Example of a part of a hard file system.
CWWPP Internal

   Registration.

   Personnel.

   Correspondence.

      Individuals

         Person A

         Person B

         Person C

      Organizations.

         Organization A.

         Organization B.

         Organization C.

   Board Meetings.

   Reports.

Organizations (materials).

Funding.

   Current Donors.

   Lists of Potential Donors.

   Background material on donors.

Background Material.

Literature.

Example of part of a computer filing system.

Files.

   CWWPP Internal

      Accounts.

         1999 01

         1999 02

               .

               .

               .

      Personnel

         John Jones

            Application forms

            Evaluations

               1999 07 10

               1999 10 15

         Tim Thompson

            Application forms

            Evaluations

               1999 04 12

               1999 07 08

            Resignation

   Financing

      Donors Actual

      Donors Potential

         Organization A

            To

               1999 07 15

               1999 08 09

            From

               1999 08 08

   Human Rights

   Organizations

   People

   Proposals

   Reports

   Seminars

   Training Manuals Brochures etc

Obviously, these filing systems need to be adapted to your own needs.

Financial Record Keeping.

Obviously, a good financial system is essential to any organization.  You must be accountable for what you spend and what you receive to your donors, to your board of directors, to the government, and to the outside world in general.

If at all possible, we recommend that you get someone who has had some education in finances to do this work for you.  It is very precise and has its own methodology.  What is said here is merely the slightest introduction to financial accounting and should certainly not be considered to be complete.

Remember, however, that, especially with regard to finances, everyone is looking over your shoulder and will criticize you if things are not in order.

Each donor will have its specific requirements for reporting.  You must decide on an internal system of financial record keeping which will be flexible enough so that you can report to all of them, to the outside world, and to your governing bodies (board of directors, council, etc.).

First, do all internal accounting in one currency and convert all other currencies to it.  We would recommend a reasonably stable currency such as German Marks, US Dollars, or Euros.  If the exchange rates are reasonably stable, set the exchange rate once a month.  For each transaction, record the exchange rate used.

It is essential that you keep all bills and that you find some method of filing them.  One possible format for doing this is as follows:

Date of Expense:

Place of Expense:

Amount of Expense:

Currency:

Conversion:

Amount in German Marks:

Person/Organization to which the expense was paid:

Specifics of the expense:

Category of the expense:

Project budget used:

Staff member making the expense (name in block letters and signature):

Approved by:

Staff member repaid on (date):

Signature that staff member has received repayment:

You must also, in a similar way, record each contribution or other income given to your organization.  An example form is given below:

Date of Contribution/Income:

Person/organization (name and address) from which received:

Project/purpose for which the contribution/income was received:

Staff member accepting the contribution/income (block letters and signature):

You must then make monthly, quarterly, and yearly summaries of all income and expenses.  You will have to categorize them.  The categories you choose will depend on your organization but will certainly include

Salaries and expenses for staff and volunteers

Rent for premises

Utilities (electricity, water, etc.)

Office supplies

Equipment

Travel

Specify to the greatest degree possible.  Certainly any expense greater than $50 or DM 100 must be specified in the report.

An internal report is relatively simple in this regard.  

An example for March, 1999 is given below.

All amounts in German Marks.

Balance 28 February, 1999
10 000




Contributions, March 1999, Total
5 000

   Donor A
2000

   Donor B
500

   Donor C
2 500




Expenses, March, 1999
7 000

   Rent
1 000

   Electricity
300

   Water
200

   Office Supplies

      Paper                                 100

      Toner for copy machine      300

      File folders                         100
500

   Travel in region
1 000

   Salaries

      Director                                                      2 000

      Secretary                                                   1 000

      Volunteer expenses (5 volunteers)            1 000
4 000




Balance, 31 March, 1999
8 000

Be sure to acknowledge each donor in every financial report.  This is important so that you massage their egos a bit and that they will realize that they are being appreciated.

Each donor will have its own format in which they will want a financial report.  Be sure to ask and to do it in their way.  You should give them two reports, one for their project (the most important) and the one for the organization as a whole.  In general, the format for the financial report to donors is similar to that above but includes two additional columns.  This format is given below.

Item in Budget
Amount budgeted for the reporting period
Amount spent during the reporting period
Amount budgeted 

for this item in total
Balance remaining for this item







Auditing.

It is very important that your accounts be audited, both internally, that is, by a member of your organization with some financial experience other than the person who prepared the financial reports, and externally, that is, by someone with financial experience who is totally independent of your organization.  Most donors, in fact, require both types of audits at very least on your annual financial reports, and usually for a period of two years before a grant will be given.  Thus, the importance of keeping your accounts accurately cannot be overemphasized.

NOTE:  In some countries you are required to pay all bills through the bank to ensure that records are public and transparent.  There may be other laws in your country which you need to adhere to.  This is another reason to work together with a financial expert in your area.
Standard Operating Procedures (sops).

These are precisely what the name implies, namely the procedures and rules under which your organization operates.  It is essential, even in small organizations, to put them on paper.  For example, our organization has a general sop, a security sop, a financial sop, an information sop, an employment sop, an intake sop, and a reporting sop.  Other organizations will have other sops according to their own needs and the work they carry out.  As an example, our general sop, among other things, specifies the languages we work in, decision making procedures and hierarchies within the organization, and the procedures to be followed in case of a medical emergency (whom to get in touch with, how to work, etc.).  The security sop specifies what to do when a person does not come back from a trip as expected, how to secure our data, etc.  The financial sop gives the currency we use, the forms we use, the way financial reports are to be written, the way an employee submits a claim for a cash advance or reimbursement, and, in short, all procedures to be followed when dealing with financial matters.  The information sop deals with two major topics, namely how we deal with the release of information to the public and to other agencies, and how we deal with our computer system (how files are to be named, backups, etc.).  The employment sop deals with general conditions of employment, that is, general hours of work, rights to vacation, evaluation, hiring and dismissal procedures, and general rules of work.  In addition to this, each employee/volunteer has a job description and a contract specifying the particular condition of his/her job.  Our intake sop specifies how we carry out an intake on a new client.  Finally, our reporting sop specifies the forms of the reports which we make both internally and externally.

With these standard operating procedures, there is little room for doubt as to how we work and what procedures must be followed.  This is important both for the people working in your organization and for donors and other people to see how you work.  The process of writing them also helps you to define the organizational structure, which is a good exercise in itself.

II. Internal and External Evaluation.

Internal and external evaluation are essential if the organization is to carry out work of continuing quality.  There are a number of elements to it.  The first is the evaluation of the program by employees.  This should be done frequently in oral form, ideally at meetings called specifically for the purpose.  Furthermore, there should be some sort of written evaluation of the program by employees.  A similar procedure should be used by beneficiaries.  In some cases, donors even require this.  The form of evaluation should try to answer the question of how much the program is meeting the needs of the beneficiaries.

Furthermore, there needs to be a method that the employees can evaluate the internal structures of the organization, particularly in larger organizations, and to make their wishes and feelings on virtually all issues known to the management.

Finally, it is essential that the organization and its programs be evaluated from outside by an independent person or organization.  This type of periodic evaluation is required by most donors.  An effort should be made that the organization or person doing the evaluation is truly independent and understands the goal and methodology of the organization.  Such external evaluators are not always easy to find and the donor may insist on a specific person or organization.

III. Reporting.

Again, reporting will be highly dependent on the organization and its purposes as well as the requirements of donors for reports.  A number of general principles can be stated, however.

First, it is essential that staff working on similar know what one another are doing and that management knows what all staff are doing.  Thus, a short daily report by each staff member, preferably at a meeting called during the morning for the purpose, is helpful.  This report should be both in oral and written form.  This also helps when writing periodic (weekly, quarterly) reports, as important details can be forgotten.

It will usually be necessary to write several levels of reports.  One level will be directed toward members of the Board or other management bodies and will be detailed and will include confidential information.  Another level will be directed at the public including potential donors and will exclude data which could be damaging to individuals or is of a personal nature.

The frequency of reporting will again be dependent on the organization and the requirements of donors.  

Many organizations write quarterly and annual reports.  These generally include the following:

The aims and goals of the organization and how these have changed during the period reported on.

The situation in the area worked in during the period reported on and how this has changed.

Organizational changes during the period reported on.

Activities during the period reported on.

A financial statement.

Projections for changes during the coming period in:

   The situation in the area worked in.

   Activities.

   Organization.

Such reports should, in general, be as short as possible if they are to be read.  Even annual reports should not exceed 12-15 pages.  A maximum one page summary should be provided on both the confidential and the public versions of the report.

It should be noted that, if well written, such reports are a good medium for publicity for the organization.  

Even with the confidential reports, the language should be clear, and they should be written as if the person reading them has no understanding whatsoever of the situation in your area or your organization.

IV. Structures of Organizations.

Until now, nothing has been said about the structure of the organization.  Every organization is different, and you will have to develop you own structure to meet your own needs.  What you need to think about, however, is who will have overall responsibility for the organization and who will make decisions both in general and in specific areas.  Thus, some sort of decision making structure must be formed.  Some person or body must see that the organization is running smoothly both in general and on a day to day basis.  Generally this is an external board of some sort.  There is also generally a director or a small group of people who takes responsibility for the daily running of the organization, for making policy, etc.  Someone needs to take responsibility for finances, someone for fund raising, someone for the internal administration of the organization, someone for hiring and firing and employment policy in general, and someone needs to be responsible for program.  These are not small responsibilities and should not be taken lightly.  Thus, the running of a small ngo is a great deal more work than it would at first seem and the management structures must be considered carefully.

V. Epilogue.

As was noted in the introduction, this brochure is not intended to be complete or inclusive.  It primarily gives some pointers on how to write a basic proposal and some basic considerations of running a non-governmental organization.  There is, obviously, a great deal more to be said on each issue and, no doubt, future versions of this brochure will expand on these themes.  It has, however, been our intention to keep our explanations short and to the point.  We welcome your comments, both positive and negative.
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