Guide to Developing a Community Project Proposal.

Before you start: Funding applications can take a lot of time to write so it’s good to think of your overall income generation strategy. Many organisations chase grants in a way that backfires. They may spend too much time writing and not enough time doing other positive activities with communities. Also they may get grants but find that their implementation and acquittal place real burdens on their organisation and communities. 

So before applying for a grant meet with your organisational staff, the board and community people and ask the questions: is this grant worth going for in terms of the time it takes to write and the responsibility of delivering the project? With planning, you and your colleagues will be able to work out which grants to go for in a systematic way.

Should we write new applications for every donor? 

Every donor has their own priorities and guidelines and likes to get applications that are fresh and innovative. This means that you should re do every application and write with the donor in mind however it is strategic to concentrate on one or a couple of key kinds of initiatives that you put in for in several applications to different donors. You may ask different donors to each fund a component or specific sector of a community initiative, such as youth activity. Donors often like there to be more than one donor involved as it spreads the risk of a lack of success amongst donors as they feel others have checked out the viability of the project before them. This may make them feel more comfortable in funding you.  

Build and develop your key activities in partnership with the community and donors will continue to invest in your activities. While its very hard to get recurrent funding for positions rather than projects, donors like to give to those with a good track record in a given kind or kinds of community development. 

For more information on developing an organisational income generation strategy click here ( link 14)  

Before you start its good to find out before you begin if you have a good chance of getting your proposal funded. How do we find this out? 

· Check out the guidelines of the donor – try to see if your idea fits clearly into these, as it can be a real waste of effort to try to ‘massage’ your project into guidelines that don’t fit. 

· Talk to the person whose job it is to administer the funds on behalf of the donor organisation. Its important to have contact before you submit so you can be sure your project fits in with their aims and you may get some ideas from them that will make your project more appealing to the donor.

· You can perhaps find out, if you have developed some rapport, what are your chances of success by asking in the following order; how many applications did the get last funding round?  How many met the guidelines? How many were funded? What average amount did the successful applications get? You can calculate the odds from the responses you get from asking these questions. 

· If the odds are too low say 1 in 8 you may think carefully before you commit the time to the process of writing to a particular donor.  Remember that very successful business people do not usually take big risks but prefer to bet on sure things!

· The guidelines below can be used for applications which do not have specific formats required by the donor. The notes on the other hand can be used to help you write all proposals.

· It’s important not to do a project proposal simply because you can. There is a real cost to you, your community and your organisation in doing a project, that does not meet community needs, comes at the wrong time, or for which organisations and communities do not have the capacity to complete. In this way a successful application can be a real burden for the poor. (Link 7)
· The guide below will help you to make sure that the project is based on real community needs and a capacity to complete it.   

· Remember that there isn’t just one right way of writing a proposal. The following guidelines can be changed to meet the needs of donors as well as your project.

    Fill in Details about a Possible Project of Your Own

How to use this guide

The right hand column contains tips and links to further information to help you complete a proposal. The column on the right contains subheadings you may use to write a proposal. Please note that many donors have their own forms they require to be used. If there is no form you may use all or some of the subheadings below. If there is a form to be filed out, you will still we hope find the guide’s tips and information on proposal writing useful.

	Proposal for a …………………Project


	Title: 

 

	Project outline 

Include: 

Description of the project can include the following bolded points as the start of sentences or sentence key themes.

Hint:  Keep this section brief as possible and expand on the points in later sections of the proposal Link 1A

· Organisations involved:  Which organisations will be involved in conducting the project?  Link 1B
· Community need and interest in the project  Link 2

· When it will run and for how long? 

· Reference group Link 3
· Outcomes:  what will it achieve? 

Who it will benefit? Link 4
· Process: How it will be conducted? Link 5
· Monitoring link 5B, Evaluating and disseminating the outcomes of the project Link 6

	 Project outline 



	Organizational background and its capacity to complete the project Link 7

A brief description of your organization and why it is well placed and able to complete this project.

  
	Organizational background 



	Project Partners Link 1

List organizations, personnel and what expertise they bring to this project


	Project Partners



	Target group Link 8

Who is the project aimed at? Why them?


	Target group 



	Outcomes Link 4
What will the project achieve?  These should be concrete and measurable

These can be:

Skills                   - Knowledge

Income                - Health

Employment      - Education

Etc.

Eg. This project will develop income generating skills and projected monthly incomes for participants of $200 per person.
	Outcomes

1

2

3

4

5

6



	Demonstrated need for the project Link 9

How did we learn about the need for the project? Is it building on:

Previous programs or projects

Using case notes or other research

Statistics or information from other networks and sources

	Demonstrated need for the project



	Sustainability of the project link 10

How can we make sure that after the donor stops funding the project will continue on in some ways? Can it become self-sufficient perhaps? Can it be taken up by another organisation?


	Ensuring sustainability of the project



	Implementation plan and timelines Link 5
Include:      Step by step 

                   Timelines 

                    Milestones

For example:
A 5 month training project to develop skills in first aid might look like this:

January 2006

Conduct a training needs analysis and consultation with local organizations including Red Cross, hospitals etc

Outcomes: Training Needs Analysis completed by Jan 30

February 2006

Recruit participants from regions of…. through working with partner organizations including……

(optional)  Outcomes:  Group of 10 participants to be formed by January 30
	Implementation plan and timelines

 Phase 1:    Dates       …. to ……      

Project planning

Establish project reference group 

Establish what the project will look like and its limits and how it will be evaluated 

Consultation with community people and others process ( list who)

Develop project plans in detail as a result of  community consultation

Phase 2 Dates       …. to ……  

Implementation  activities 

Describe activities

1 

2 

3 

Outcomes

1 

2

Monitoring (how will you know its going well?



	
	Phase 3   Dates       …. to ……  

Implementation  activities 

Describe activities

1 

2 

3 

Outcomes

1 

2

Monitoring (how will you know its going well?

Phase 4:  Evaluation and dissemination 

Describe evaluation activities  

1 

2 

3 

 Describe dissemination of information about the project  activities and outcomes

2



	Risk management Link 11 

What are the risks to your project’s success?  How will you make this risk smaller? List as many as you can. For example:
Risk:                             Lack of participants recruited

Risk management strategy:    Our partner organisations in the region have lists of people ready to do the training and have said they will help us to find more people.
	Risk management

Risk 1

Risk management strategies

Risk 2

Risk management strategies

Risk 3

Risk management strategies



	Additional Categories of Information: Link 12 

Can you think of other types of information that would be useful to include as a section in your proposal? 


	Additional Categories of Information:




	Budget link 13 

	 Items 
	
	On costs 

 At 20%
	 In- kind contribution from (name it here) organisation(s) 

	Salary Costs (Costs  based on an average costs of a  salary for one year. I.e one week:  total year’s salary divided by 52 weeks = I weeks salary 

Coordinator 


	 
	
	 

	Project worker
	
	
	

	Community peoples’ stipends or salaries
	
	
	

	Sub-Total Direct Salary & Oncosts
	
	
	

	Catering 
	
	
	

	Accommodation i .e training room 
	
	
	

	Materials
	
	
	

	Travel
	
	
	

	Equipment
	
	
	

	Other costs

Development of  administration processes and procedures related to project activity 
	
	
	

	Sub-Total non salary  Costs 
	
	
	

	TOTAL budget
	
	
	


Link 1A Project outline – this ‘in a nut shell’ overview of your proposal, like the introduction to an essay, contains all the elements that will come later in its body. Write your project outline to show the donor you have worked with your community and you have together thought of all the factors that will make your project a success. One or two sentences for each of the areas I have described under the project outline subheading is sufficient. Keep it brief and avoid jargon if you can.      

Link 1B Partnerships and collaborations- good projects bring people and organisations including possibly, government departments together. If you and your community can get collaborations happening or bring new players to existing relationships you will create projects that benefit the community. Partnerships and collaborations are important for funding bodies to see as they show that the project has been discussed and planned with a range of groups. This helps to minimise the risk of failure that can result from one person’s idea proving to be unworkable or unwanted by the community.  Make sure you invite their participation and they accept involvement before you show your proposal to others.

Who are our most important partners? The community we work for are our key partners. Community development means we work with as well as for our communities. They are our partners as well as our beneficiaries.

Although more than one organisation or government department could be involved in your project one organisation needs to be the lead organisation who will be held accountable by the funding body. This is a strategic question in terms of which organisation would be preferred by the potential donor to lead the initiative as well as one of capacity. Which partner has the track record and ability to manage the project and handle the finances? It could be your own or another organisation.

What’s the difference between partners and collaborators? Partners share responsibility and accountability for the programs success. Collaborators take part in the project but do not bear the same responsibilities as those shouldering such tasks as recruitment, financial management and other responsibilities.

Link 2 Community consultations – these discussions should occur before the project proposal is lodged if you have time as the proposal is about what the community wants and requires for their development. These consultations can be based on formal surveys or informal discussions. It always helps if you can list the groups who have expressed interest in your project. Their written support is essential if you need to supply letters of support. (see link to letters of support).  

Good practice in conducting your consultations is not merely getting community people to agree to your plan but in a sincere way asking them to say what they want and how the project can best proceed. Consultation takes time and builds trusting relationships that will ensure your work delivers what the community wants on community terms as far as possible. 

Consultations and relationship building helps us to work in a way where the culture and strengths of communities are given central focus in our proposals. Because consultations do take time you may choose to build more extensive community consultations into your project proposal and ask the donor for support to make sure this important process happens in an appropriate way. 

Link 3  Reference group -From your partnerships, collaborations and consultations you may have people who want to help advise the project – a reference group. People may be selected for their expertise, connections or other strategic reasons. A group that will take responsibility for directing the project are called a steering group. There are advantages and disadvantages to both groups so do think and talk with your communities about which model is preferable.

Link 4 Objectives or outcomes – these need to be as listed and should be concrete as possible. If they are able to be measured and are specific they are worth putting at the top of the list. ‘Boosting participant self -confidence’ is a bit too general and though these can be included perhaps they should be at the bottom of the list- if they are to appear at all.  

While outcomes should be measurable you may choose not to measure them- it often depends on the size of the project and funding.  A larger size project may involve some measurement of successful outcomes in a scientific way. For this reason list outcomes that can perhaps be measured reasonably easily. It’s useful to budget in time of up to one fifth of your total project labour time for evaluation. For more information see the monitoring (link 5B ), evaluation (link  6), and budget sections (link 13 ). 

Try to see your outcomes as building on strengths rather than deficits or needs and word them accordingly. For example ‘enhancing skills in leadership through training in advocacy and decision making’ rather than ‘prevent passive behaviour in decision making’ 

Consider outcomes from all angles; what are outcomes for the beneficiaries? Next, under a subheading such as ‘outcomes for the community as whole’, list any outcomes if you can think of some. For example a program that benefits women benefits their families as well. There may be outcomes under the subheading of organisational development that relate to staff skills improvement as well as other outcomes. These may emerge as you work on your proposal.

Link 5 Process:  The process is the nuts and bolts and step by step process of how the project will be implemented. While the proposal overview needs only be very brief most proposals need to show the donor that you have thought through all the things that need to happen from the start to finish. This section tends to expand as you work through other sections of the proposal. 

It may be helpful for you and the donor to plan this process out using monthly milestones. Dot points are good and should be self -explanatory.  Try and include all significant activities and break them down into separate components and phases. You may have a few or several phases and those in the guide though common to many community projects, are only examples.

Be realistic with your implementation plan- there is nothing worse than saying you will do a lot – getting some cash and not being able to deliver on what you agreed to do. Use the implementation to determine as far as you are able what you need to do and how much time it will take.  

Include any community consultations, reference or steering group meetings, monitoring, evaluation and dissemination activities as part of your implementation plan. 
You may list outcomes for each phase of the project if you choose.
Link 5B Monitoring- helps us to know that our project is on track and if its not working for any reason as effectively as it could, gives is the information we need to make continuous changes. Getting feedback from your participants, community and other stakeholders regularly not only helps to get answers to questions you may ask them such as “what is working well?”, “what needs to be changed?”,  “how can we improve the project?” It also builds trust between you and participants as you show you listen to their views, discuss and act on their suggestions.
Link 6 Evaluating and disseminating the outcomes of the project – especially in larger projects is good to plan how you will be able to know that your project is a success (see monitoring link 5B). This can be dome in a number of ways including looking to see outcomes are achieved in terms of quantifiable concrete things as well as more intangible changes that may be reflected in partner and community member feedback.

Projects if they are interesting and good models need to be shared with other communities, organisations and workers so think how you will make sure this is done. Consider the media, networks, newsletters, conferences, forums and  in-country meetings with volunteers. Build the monitoring and evaluation and dissemination strategy into your process plan (link 6) and budget (link 13)

Link 7: Organisational background and its capacity to complete the project - Its good to include a brief profile of your organization including how long it has been operating, what it has done and does now and who it benefits. This info is usually on a report, brochure or website. Please keep it brief.   

Describe your organisations capacity to complete the project by referring to previous successful projects and to its human resources, financial, project evaluation and any other administrative systems you can think of that will ensure your news proposal’s success. This is an essential issue for your organisation - ask yourself and your colleagues; is this the right time for the project? Are the staff too busy right now? Can the community manage the tasks and responsibilities involved at this stage? Would it be better to tackle a less ambitious initiative at this point?
Link 8 Target group- there are usually many levels of beneficiaries in community projects so you may want to create several subheadings to make the groups that benefit clear. For example you may be focussing on young mothers but its clear that their parents and children as well as other family and the community will benefit from the project. Show that you can articulate who are the prime beneficiaries and who are the interrelated beneficiaries possibly through a series of consecutive subheadings going from the most specific to the most general.  

Link 9 Demonstrated need for the project – this can be based on your community consultations as well as discussions with other organisations. These points of views can be supported with statistics, reports and even international research.  You can use international data  for comparative purposes to demonstrate a local need. 

When users of your organisation’s services comment on problems or opportunities for change to you or other staff, and these issues and perhaps possible solutions are noted, you have a strongly demonstrated need for proposed projects. It is good to confirm this need with community members, other workers and networks to ensure you are on the right track.
Link 10 Sustainability of the project – funding is never ongoing unfortunately and donors want to see how you may be able to plan for the future viability of the project. Generating income from and for community projects is very difficult but it’s good to think about how you can generate income. For example if a cold storage project will help farmers to develop new markets for their crops and so enable them to seel at a higher price and volume that is par of the potential sustainability of the project that may become self funding. Or you may be asking the donor to help you develop a workable model that you will ask government or other new donors to continue to financially support.

Link 11 Risk management - this can be handy to include as it shows you are thinking of problems that may arise and how to manage them. Identify some potential risks that are most likely to happen and list your risk management strategies. One risk for example is lack of community participation. Risk management strategies include monitoring the ongoing perceptions of the project by the community in order to gain feedback to make sure you are doing what the community wants. Community consultations and reference group meetings can also help keep you on the right path.

Link 12:  Additional Categories of Information- I can’t think of any more but it may be that you can - or that your prospective donors guidelines and / or your project leads you to come up with additional information.  This should be listed under specific subheadings.

Link 13 Budget – the budget terrifies many people but a few principles once learned make them relatively easy for most small to medium sized proposals.  Make sure that you budget for all the time you and others will spend working on the project. This is another reason why it’s so important to do a thorough implementation plan that will tell you how much time you will spend on tasks including such things as evaluation.  

How do you cost your time? You have two alternatives. One is to cost it as % of your salary. Let’s say your work on the project will take 2 days of your time for a year and your annual volunteer salary is $5,000. Then, two days or two fifths of your salary = $2,000.   If you were to spend 1 day for six months then that would amount to one tenth of your salary for a year or $500.

Please think through all the job roles such as project manager, project worker as well as community peoples’ salaries or stipends and list these as separate items.
On costs – you can see in the budget that there is a column called on -costs. This means the amount that your organisation has to pay in bills to keep your office and job running. While you don’t get this money, cash goes out for electricity, rent for the office, equipment, insurance and other items. The overall level (as a % your salary) of on costs is hard to work out but it’s usually between 10 to 20% of your salary. The office manager or accountant should be able to give you an idea. You may not need to include it in your budget but I have put it in so you can ask donors for the total cost to the organisation of your time on a project.

In kind contribution - this amount that appears in separate column is an optional inclusion but is sometimes asked for by donors. It places a monetary value on the resources including time that you want to put in to the project but not ask funding for. Examples are community labour (though its good to have this paid for of course by the donor!) advice from other workers in other organisations, food, extra time you may or colleagues may put in but know the donor wont or cant pay for. Their inclusion in the budget shows the donor that your organisation and partners are also investing in the project’s success.
Letters of support – Please get started on these as soon as you know you will go ahead with the proposal. They take a long time to get from our supporters as they represent extra work for them to do. Each letter should be freshly done for each project and contain the following info:

1. How the letter writer knows your work and describes its effectiveness especially if you have done something together in the past

2. The need for the project

3. What the benefits to the letter writer’s community will the project bring

4. What the letter writer’s organisation will provide the project, such as at a minimum, advice 

5. Letter writers  well wishes for the success of the initiative

It is not uncommon in Australia for people proposing projects to draft letters of support on behalf of the busy colleagues from other organisations that they are asking letters of support from. Make sure you ask them first that this is OK. Then email them asking them to make any changes or reject totally that draft letter you have written on their behalf. Ask them to print out a copy on letterhead and send it you or ask if it’s Ok for you to pick it up. 

Make concrete arrangements to pick up the letter and don’t be shy about following this up. The letters are crucial to your application.

Many people dread writing applications. Others who see them as a creative process and who are not too concerned by the possibility of a lack of success, enjoy them.  I hope that the above guidelines help you to gain money for your valuable community projects and the process is a little less daunting. Good luck!
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