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I
NTRODUCTION



These  reference  guides  found  in  this  manual  have  been  developed  by the  Iraqi  Women’sEducational  Institute  (IWEI)  to  address  a  significant  need  among  Iraqi  women  who  are  NGOleaders  and  activists.   Since  the  fall  of  Saddam  Hussein's  regime,  Iraqi  women  have  madegreat  strides  in  civil  and  political  activities.  They  have  formed  more  than  500  NGOs  dealingwith  many  aspects  of  civil  society  in  Iraq.   This  is  a  significant  accomplishment  given  thatprior  to  2003,  Iraq  had  no  civil  society  organizations  and  no  political  freedoms.   Despite  theseimpressive  gains,  Iraqi  women's  NGOs  largely  lack  the  capacity  necessary  to  maximize  theirpotential  and  to  sustain  their  work.  With  the  security  situation  consuming  most  of  theattention  and  the  resources  at  this  time,  these  NGOs  are  in  desperate  need  of  support.



IWEI  developed  these  reference  guides  in  order  to  help  Iraqi  women’s  NGOs  adopt  existingbest  practices  in  this  field  and  to  give  them  the  means  for  expanding  their  capacity.   Thereference  guides  cover  a  wide  breadth  of  topics.  These  topics  include:  1)  What  is  a  Non-Governmental  Organization?;  2)  NGO  Skills:  A  Checklist;  3)  Starting  an  NGO:  Logistics;  4)NGO  Management:  Strategic  Planning;  5)  Project  Development:  Design  and  Management;  6)Financial  Management:  Grant-Writing  and  Budgeting;  7)  Building  Networks:  Communityand  Government  Relations;  and  8)  NGO  Public  Relations:  Media  and  Advocacy.



Women  leaders  of  NGOs  in  Iraq,  with  varying  levels  of  experience,  will  be  able  to  use  theseguides  to  expand  the  capacity  of  their  organizations  while  ensuring  their  sustainability  for  thefuture.



This  manual  is  available  in  English  and  Arabic.
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Abstract:
A brief  and  precise  summary  of  your  project.   It  will:  1)  identify  the  communityneeds  and  issues  that  the  project  addresses;  2)  outline  the  solution  the  project  offers  and  theimpact  on  beneficiaries;  3)  identify  the  resources  needed  and  subsequent  fundingrequirements;  and  4)  describe  the  organization  and  emphasize  its  area  of  expertise,experience,  and  ability  to  carry  out  the  proposed  program  successfully.   See  ExecutiveSummary.



Accounting:
The  act  of  recording  and  analyzing  an  organization’s  financial  activities  andstatus.   Proper  accounting  will  allow  you  to  collect  and  organize  the  information  necessary  tocreate  an  accurate  and  feasible  budget.   Accounting  is  composed  of  assets,  liabilities,revenues,  and  expenses.



Administrative  Duties:
Basic  office  tasks  that  ensure  the  organization  and  efficiency  of  yourNGO,  such  as  preparing  financial  reports,  drafting  correspondence,  and  maintaining  contactwith  your  members.



Advocacy:
An  NGO's  efforts  to  influence  government  policies  and  practices,  those  of  otherdevelopment  institutions,  or  the  general  public.   The  goal  of  advocacy  is  to  bring  attention  toan  otherwise  under-publicized  economic,  social,  or  political  issue.
1



Annex:
Also  referred  to  as  an  appendix  or  attachment.   It  includes  relevant  supplementarymaterials  that  provide  additional  information  about  your  organization  to  your  potential  donor.See  Supplementary  Materials.



Assets:
The  total  financial  value  of  your  organization’s  money  (cash),  property,  andequipment.



Balance  Sheet:
A chart  that  shows  the  assets  and  liabilities  of  your  organization.   Thebalance  sheet  also  includes  a  fund  balance  at  the  end,  which  is  exactly  the  same  as  the  fundbalance  from  the  statement  of  revenues  and  the  outstanding  surpluses  or  deficits  based  on  aset  time  period.   The  time  period  covered  could  be  the  project  duration  or  a  year.



Beneficiaries:
The  group  of  individuals  your  organization  is  trying  to  assist.   Beneficiariesare  also  referred  to  as  the  target  population,  clients,  or  target  audience.



Board  of  Directors:
The  governing  body  of  the  organization;  its  members  are  elected  by  themembership  of  the  NGO.   The  Board  of  Directors  plays  a  number  of  essential  roles  within  theNGO,  including:  setting  and  approving  the  budget;  determining  the  guidelines  formembership;  developing  policy;  managing  legal  and  financial  matters;  representing  the  NGOto  the  wider  community;  advocating  for  the  NGO  and  its  goals;  mobilizing  resources;  andcoordinating  with  other  agencies  and  organizations.



Budget:
A  chart  that  summarizes  the  expected  income  and  expenses  of  an  organization  overa  specified  time  period.
2



By-Laws:
See  Statute.



Campaign:
A project  that  aims  at  raising  public  awareness,  advocating  for  change,  and/ormobilizing  citizens.
3
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Capacity:
An  organization’s  ability  to  carry  out  its  mission.



Case  Study:
An  example  of  a  specific  situation  involving  a  particular  individual  or  groupused  to  explain  how  the  situation  was  handled  and  what  the  outcome  was.   NGOs  can  use  ascase  studies  examples  of  other  programs  previously  attempted  or  completed  by otherorganizations.  They  can  provide  key  insight  into  potential  strengths  and  weaknesses  ofcertain  strategies  previously  employed  by  others.



CBO:
Community  Based  Organizations,  also  called  grassroots  organizations,  are  a  kind  ofNGO  comprised  of  members  who  join  to  further  their  mutual  interest.   Examples  includeyouth  groups,  women’s  associations,  and  credit  circles.
4



Code  of  Conduct:
A  public  document  outlining  the  minimum  standards  of  operation  of  anNGO.



Constituency:
The  group  of  people  an  elected  official  represents.



Contingency:
A  category  in  your  budget,  representing  5%  of  the  total,  and  designated  to  payfor  expenses  related  to  unexpected  developments  during  the  course  of  your  project.



Core  Message:
The  basic  information  your  media  awareness  campaign  wants  to  disseminate.It  includes  the  situation  about  which  you  want  to  raise  awareness,  the  solution  you  areadvocating,  and  a  public  action  people  can  take  to  alleviate  the  problem.



Cost-effective:
Using  the  least  amount  of  money  necessary  to  successfully  complete  theproject.



CSO:
A  civil  society  organization  includes  NGOs  concerned  with  advocacy,  research,humanitarian  assistance,  or  other  development  issues.



Cumulative  Costs:
Costs  accumulated  over  a  period  of  time  specified  in  the  budget.



Deficit:
When  expenditures  exceed  income.



Dissolution
:  The  process  whereby  the  Board  of  Directors  dissolves  the  organization.   Afterdissolution,  the  organization  no  longer  exists.



Donors:
Government  agencies,  corporations,  private  foundations,  individuals,  internationaldonors,  religious  institutions,  NGOs,  and  other  organizations  that  offer  grants,  contracts,  andfunds  to  NGOs  to  cover  expenses  related  to  their  projects  and  general  operation.   NGOs  thatreceive  grants  from  the  government  maintain  their  independence  from  the  government  andremain  non-governmental  organizations.



Evaluation:
The  process  of  determining  the  strengths  and  weaknesses  of  your  project  afterthe  project  has  been  completed.



Executive  Summary:
See  Abstract.



Expenditures:
The  amount  of  money  your  organization  is  spending  within  a  specific  periodof  time.
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Focus  Group:
A  sample  of  individuals  brought  together  so  that  the  NGO  can  ask  questionsand  lead  discussions  about  certain  issues  for  a  proposed  program  in  order  to  gain  input  andunderstanding  about  the  individuals'  thoughts  and  concerns  about  a  given  topic.



Goal:
The  concrete  means  by which  an  organization  hopes  to  achieve  its  mission.



Grant:
An  amount  of  money  received  from  a  donor  that  is  earmarked  for  a  program  during  aspecific  period  of  time.



Grant  Proposal:
A document  that  describes  the  issue  or  need  your  program  aims  to  address;the  specific  characteristics  of  your  program,  including  a  detailed  budget;  and  background  onyour  organization.



Grassroots:
See  CBO.



Human Resources:
Your  organization's  staff  and  volunteers.
5



Indicator:
A  specific  and  calculable  value  to  measure  your  progress  both  quantitatively  andqualitatively.



INGO:
An  international  NGO.



In-Kind  Donation:
A  non-financial  donation,  including  specialized  services,  expert  advice,or  equipment.



Itemized:
Broken  into  specific  categories,  detailed,  and  specific  expenses.   An  itemizedbudget  should  include  every  single  item  your  organization  will  spend  money  on.



Letter  of  Inquiry:
An  expanded  abstract  or  executive  summary  that  is  usually  two  pageslong.   Some  donors  may  request  a  letter  of  inquiry  instead  of  a  full  grant  proposal.



Liabilities:
The  amount  of  money  your  organization  owes.



Mandate:
A  direction  for  action  from  an  authoritative  body  to  a  specific  NGO.   The  mandateis  similar  to  the  mission  but  more  general  in  scope.



Mission:
Describes  in  a  few  brief  and  clear  sentences  how  your  organization's  vision  will  berealized.  Your  mission  statement  serves  as  the  guide  for  your  NGO’s  future  actions  anddecisions  and  succinctly  explains  to  potential  donors  and  members  the  focus  of  your  NGO.



Monitoring:
The  process  of  developing  indicators  and  periodically  recording  your  progressduring  your  project.



Narrative  Report:
A brief  description  of  the  progress  of  a  project  that  concentrates  oninformation  required  by  the  donor.
6
The  narrative  report  can  be  submitted  to  the  donor  afterthe  completion  of  the  project  and  is  usually  accompanied  by a  financial  report.



Needs  Assessment:
An  action  whereby  an  NGO  determines  and  prioritizes  the  needs  of  itsbeneficiaries.   A  needs  assessment  informs  an  NGO  of  the  current  status  and  relative
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priorities  of  reconstruction  and  rehabilitation  needs  in  each  sector,  focusing  on  the  mosturgent  requirements.
7



Negotiation:
A process  where  two  or  more  parties  work  to  resolve  an  issue,  whether  it  be  adispute,  a  debate  about  a  particular  course  of  action,  or  a  bargain  over  resources.



Networking:
Establishing  and  maintaining  relationships  with  professionals  in  your  industry.



NGO:
A private  organization  that  pursues  activities  related  to  the  provision  of  basic  socialservices,  community  development,  or  advocacy  for  a  social,  political,  environmental,  oreconomic  cause.
8



Objective:
A  specific  step  your  organization  plans  to  take  in  order  to  achieve  its  goals.



Opinion  Editorial  ("Op-Ed"):
A written  document  that  takes  a  strong  stance  on  an  issue  topromote  awareness  of  your  organization  and  its  core  message.



Press  Release:
A document  your  organization  prepares  about  a  specific  program,development,  event,  or  issue.   It  answers  six  basic  questions:  who,  what,  where,  when,  why,and  how.   Press  releases  are  sent  to  journalists  and  other  media  professionals  to  encouragethem  to  write  about  your  message.



Program:
An  activity  with  a  purpose,  a  clearly  developed  plan,  a  budget,  and  a  team  toimplement  it  within  a  specific  timeline.
9



Project  Cycle:
A project  has  a  cycle  that  includes  the  following  stages:  preparation,  projectplanning,  and  execution.
10



Public  Service  Announcement:
A  radio  or  television  segment  aired  between  programs(similar  to  a  commercial)  that  allows  you  to  address  issues  of  general  public  concern.



Reporting:
Reports  periodically  inform  your  donor  about  the  progress  of  your  project.



Revenue:
The  amount  of  money  coming  into  your  organization  within  a  specific  time  period.



Statute:
The  governing  document  and  laws  of  your  organization.   See  By-Laws.



Strategic  Planning:
The  process  of  assessing  the  need  and  demand  for  specific  servicesamong  the  organization's  beneficiaries.   It  enables  an  organization  to  adapt  effectively  to  theevolving  needs  of  its  beneficiaries.
11



Supplementary  materials:
See  Annex.



Surplus:
When  income  exceeds  expenditures.



Statute:
The  governing  document  and  laws  of  your  organization.   See  By-Laws.



Sustainability
:  The  ability  of  your  project  to  continue  after  the  grant  money  has  been  spent.
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Transparency:
The  quality  of  an  NGO  being  open  and  public  about  its  actions  andmotivations.



Vision:
A  statement  that  describes  the  kind  of  society  you  want  to  live  in,  and  that  is  foundedon  your  NGO’s  values.
12
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I.



INTRODUCTION



This  reference  guide  will  enable  non-governmental  organizations  (NGOs)  in  Iraq  to  gain  ageneral  understanding  of  how  an  NGO  is  defined.   It  also  summarizes  the  types  of  NGOsbased  on  organizational  structures  and  the  kinds  of  services  they  provide.   Over  the  years,NGOs  have  become  key  instruments  of  change  on  the  community,  national,  and  internationallevels.   As there  are  many  different  types  of  NGOs  and  other  actors  in  civil  society,  it  iscritical  to  define  what  constitutes  an  NGO  in  order  to  differentiate  it  from  otherorganizations.



II.



DEFINITION  OF  AN  NGO



The  term  “non-governmental  organization”  was  adopted  by the  United  Nations  when  itagreed  to  provide  a  mechanism  for  citizen-based  participation  in  the  United  Nations.
13
AsNGOs  evolved  over  the  years,  definitions  of  what  constitutes  an  NGO  have  become  morediverse.   They  now  encompass  a  wide-range  of  organizations—from  international  tocommunity-based  organizations—that  provide  a  wide  variety  of  services.   However,  mostagree  that  all  NGOs  have  several  defining  characteristics  that  differentiate  them  from  othertypes  of  associations.   For  instance,  the  World  Bank  defines  NGOs  as  “private  organizationsthat  pursue  activities  to  relieve  suffering,  promote  the  interests  of  the  poor,  protect  theenvironment,  provide  basic  social  services  or  undertake  community  development.”
14
Othersdefine  NGOs  as  “groups  or  institutions  that  are  entirely  or  largely  independent  of  thegovernment  and  that  have  primarily  humanitarian  or  cooperative  rather  than  commercialobjectives.”
15
In  sum,  the  term  NGO  refers  to  a  non-profit  (i.e.,  an  organization  that  does  notmake  a  profit)  organization  that  operates  independently  from  the  government  and  addressesissues  in  support  of  the  public  good.
16



Certain  fundamental  characteristics  differentiate  NGOs  from  political  interest  groups  orcommercial  organizations.   These  characteristics  are  as  follows:



•



•



•



•



•



•



Non-profit:
NGOs  are  run  as  not-for-profit  enterprises.   They  primarily  havehumanitarian  or  cooperative  rather  than  commercial  objectives.
Independent  from  government  control:
Although  some  NGOs  may  acceptgovernment  funding  for  certain  projects  and  activities,  their  operation  is  notcontrolled  by  the  government.
Do  not  constitute  a  political  party:
While  some  NGOs  may  be  affiliated  with  apolitical  party,  an  NGO  does  not  seek  to  challenge  a  government  as  a  politicalparty.
Non-violent:
NGOs  must  have  a  commitment  to  non-violence  and  must  notengage  in  violent  methods  to  achieve  their  goals.
Voluntary  membership:
NGOs  are  comprised  of  members  who  join  on  avoluntary  basis  and  who  are  driven  by a  common  interest.   Working  for  the  publicgood  and  volunteerism  is  generally  associated  with  NGOs.
Common purpose/mission:
NGOs  are  created  to  perform  a  variety  of  service  andhumanitarian  functions,  as  defined  by  their  mission.



The  above-mentioned  characteristics  of  NGOs  are  not  always  entirely  applicable.   Forinstance,  NGOs  can  be  closely  identified  with  a  political  party.   International  NGOs(“INGOs”)  such  as  the  Red  Cross,  an  international  relief  agency,  receive  money  from
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governments  for  humanitarian  operations.   However,  NGOs  never  constitute  political  parties,corporations,  businesses,  or  insurgent  groups.
17



III.



CATEGORIES  OF  NGO
S



The  term  “NGO”  covers  a  wide  range  of  organizations.   Generally,  NGOs  “perform  a  varietyof  services  and  humanitarian  functions,  bring  citizens'  concerns  to  governments,  advocate  andmonitor  policies,  and  encourage  political  participation  through  provision  of  information.”
18
They  range  from  international  organizations  such  as  the  Red  Cross  to  local,  community-basedgroups  found  in  developing  countries.   NGOs  also  include  professional  associations,grassroots  organizations,  and  research  institutes.



NGOs  are  generally  categorized  as  either:  (i)
operational  NGOs
,  whose  primary  purpose  isto  implement  development  programs;  or  (ii)
advocacy  NGOs,
whose  primary  purpose  is  toseek  and  defend  a  particular  cause  and  advocate  for  change  in  the  political  system,  whether  atthe  regional,  national,  or  international  level.
19
Despite  their  different  purposes,  bothoperational  and  advocacy  NGOs  engage  in  many  of  the  same  activities,  includingfundraising,  mobilizing  volunteers,  organizing  special  events,  and  using  the  media  to  achievetheir  goals.
20
Although  both  categories  are  generally  referred  to  as  NGOs,  someorganizations  make  the  distinction  between  NGOs  and  civil  society  organizations  (CSOs).When  the  distinction  is  made  between  the  two,  NGO  refers  to  operational  NGOs  and  CSOsrefer  to  both  operational  and  advocacy  NGOs.



The  World  Bank  and  the  United  Nations  further  classify  operational  NGOs  into  three  groups:(i)  community-based  organizations  (CBOs),  which  deal  with  issues  limited  to  a  local  region;(ii)  national  organizations;  and  (iii)  international  organizations,  which  are  headquartered  inone  country  but  carry  out  development  projects  in  more  than  one  country.



CBOs  (sometimes  referred  to  as  “grassroots”  organizations)  are  usually  comprised  ofmembers  who  join  to  further  their  own  mutual  interest,  such  as  youth  groups,  women’sassociations,  and  credit  circles.
21
They  are  more  likely  to  receive  project  goods  and  services,whereas  national  and  international  NGOs  usually  provide  services,  design  projects,  or  givetechnical  assistance.   Although  global  statistics  on  the  number  of  NGOs  are  incomplete,  it  isgenerally  believed  that  hundreds  of  thousands  of  CBOs  exist  throughout  the  world.



Whether  an  NGO  is  organized  to  provide  development  services,  such  as  credit  for  poorwomen  or  to  advocate  for  change,  local,  national,  and  international  organizations  play  anessential  role  in  providing  services  and  ideas  that  are  often  not  provided  by governments.This  is  especially  true  in  countries  where  people  are  frustrated  by corrupt  governments  orinefficient  economies.



IV.    NGO  STRENGTHS  AND  WEAKNESSES



Since  NGOs  vary  according  to  their  expertise,  mandate,  size  of  membership,  resources,mission,  activities,  and  the  overall  quality  of  their  work,  it  is  difficult  to  make  generalizationsas  to  the  strengths  and  weaknesses  of  NGOs.   However,  the  World  Bank,  which  has  years  ofglobal  development  experience,  has  compiled  such  a  list.   This  broad  list  of  strengths  andweaknesses  of  the  NGO  system  is  a  useful  starting  point  for  identifying  key  areas  wherecapacity-building  is  needed  to  ensure  the  sustainability  of  NGOs.
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The  World  Bank  lists  the  following  strengths:



••••••



Strong  grassroots  links;Field-based  development  expertise;The  ability  to  adapt  and  innovate;Participatory  methodologies  and  tools;Long-term  commitment;  andCost-effectiveness.



The  World  Bank  identifies  NGO  weaknesses  as:



••••••



Limited  financial  and  management  expertise;Limited  institutional  capacity;Low-level  of  sustainability;Isolation  and  lack  of  inter-organizational  communication;Small-scale  interventions;  andLack  of  understanding  of  the  broader,  social,  and  economic  context.
22



Many of  the  weaknesses  listed  above,  however,  can  be  mitigated  through  training,  technicaladvice,  and  proper  management  of  NGOs.   Furthermore,  local  NGOs  can  minimize  theirisolation  through  the  use  of  technologies  and  low  communication  costs  to  form  coalitionswith  other  like-minded  organizations.



V.    CONCLUSION



All  NGOs,  regardless  of  size,  mandate,  or  geographical  location,  serve  a  critical  role  in  bothinternational  and  national  civil  society.   Some  NGOs  work  in  the  international  arena  toadvocate  for  change  at  the  United  Nations  and  the  World  Bank  as  well  as  monitorinternational  agreements.  Other  international  NGOs  provide  humanitarian  relief  to  victims  ofmajor  disasters,  while  community-based  NGOs  provide  local  services  such  as  job-trainingand  literacy  classes  for  women  in  their  villages.   All  NGOs,  however,  strive  to  play  an  activerole  in  effecting  societal  change  for  the  better.
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I. I
NTRODUCTION



This  reference  guide  is  designed  to  provide  a  baseline  checklist  of  the  skills  needed  toeffectively  run  a  non-governmental  organization,  regardless  of  size,  mission,  or  type.
23
Theoutline  and  some  of  the  bullet  point  summaries  of  this  resource  paper  can  be  found  on  theNGO  Café  website  (
http://www.gdrc.org/ngo/ncafe-ks.html
).   This  outline,  however,  wassubsequently  modified  with  additional  clarifying  text  to  make  it  relevant  for  NGOs  in  Iraq.



This  checklist  is  a  useful  tool  for  NGOs  to  assess  their  strengths  and  weaknesses  and  to  helpthem  identify  areas  where  they  need  further  training  and  clarification.   Moreover,  NGOs  maywant  to  add  to  this  list  for  training  purposes,  using  their  particular  experiences  to  refine  anddevelop  it.   Although  the  skills  listed  below  may  not  directly  relate  to  the  actual  day-to-daymanagement  of  an  NGO,  they  are  useful  as  basic  guidelines  for  NGO  self-assessment  andskills  training.



Skills-training  is  one  of  the  most  important  means  of  creating  sustainable  and  economicallyempowered  NGOs.   Skills-training  is  especially  important  for  those  marginalized  andvulnerable  people,  often  living  in  rural  areas,  who  lack  access  to  workshops  or  conferences.



Skills-training  must  be  based  on  the  needs  of  the  community.   Although  certain  NGO  skillsvary  according  to  the  political,  economic,  and  social  environment  in  which  they  operate,  it  isuseful  to  set  forth  a  general  set  of  NGO  skills  that  all  NGOs  need  to  master—keeping  in  mindthat  cultural  adaptations  will  have  to  be  made  for  each  country.   Therefore,  an  NGO  can  usethis  list  to  identify  skills  it  already  possesses  and  to  determine  where  training  andimprovement  are  needed  to  ensure  that  the  organization  is  sustainable  and  self-sufficient.Identification  of  an  NGO’s  specific  needs  enables  donors  to  tailor  training  programsaccording  to  demand.



Lastly,  keep  in  mind  that  successfully  building  an  NGO’s  capacity  requires  intensive,ongoing  training  and  technical  advice  as  well  as  undertaking  the  tasks  listed  below.   Thischecklist  will  serve  as  a  starting  point  for  more  in-depth  coverage  of  the  primary  needs  ofIraqi  NGOs.



II.



NGO  SKILLS  CHECKLIST



A.   Vision/Mission/Community  Organizing:
24



(1)  Vision:
An  NGO  must  first  identify  the  community  problem  it  wishes  to  address.An  NGO’s  vision  is  what  the  community  would  be  like  if  this  problem  no  longerexisted.
25
(2)  Mission
:  Solving  this  problem  becomes  the  underlying  mission  of  an  NGO.   Witha  clear  mission,  it  is  easier  for  an  NGO  to  organize  community  members  and  resolvedifferences  among  various  groups.   The  mission  is  composed  of  a  limited  number  ofbroad-based,  practical  goals.
26
A  clear  mission  allows  the  NGO  to  focus  its  limitedresources  on  a  series  of  clearly  defined,  complementary  goals.   An  NGO’s  ability  togather  resources  and  motivate  community  involvement  depends  on  defining  what  theorganization  wants  to  accomplish  and  who  the  targeted  beneficiaries  are.
27
(3)  Community  Organizing
:  Every  NGO  must  motivate  and  organize  its  communitybase  to  mobilize  around  its  particular  mission  and  purpose.   In  order  to  do  so,  theNGO  must  (i)  understand  the  group  dynamics  of  the  community  (e.g
.
,  identify



6



religious  or  ethnic  differences,  determine  who  the  authority  figures  are);  (ii)  attemptto  reconcile  individual  or  group  differences;  and  (iii)  identify  problems  or  issues  thatwill  affect  their  ability  to  work  toward  their  mission.



Once  an  NGO  has  defined  its  specific  issue  or  problem  and  identified  the  dynamics  ofthe  potential  groups  and  people  involved,  the  NGO  can  facilitate  group  discussions  towork  out  differences.   The  NGO  can  perform  community  outreach  and  mobilize  itscommunities  to  involve  them  in  their  common  causes.   Working  with  members  of  thelocal  community  is  extremely  important  to  the  overall  success  of  your  organization.In  fact,  managing  NGO  fieldwork  can  be  summed  up  in  two  "golden  rules":
28



•                              NGOs have to maintain a respectful dialoguewith the people they aim to help.•                              NGOs depend on their field staff and mustempower them to make good judgments.



A  summary of  community  organizing  skills  includes:



1.2.



3.



4.



5.



6.



7.



8.9.



Mission  statement:
Define  a  clear  vision  and  purpose  for  the  organization;
Members:
Members  are  the  individuals  who  share  the  vision  and  have  decided  toform  or  join  the  organization;
Group  dynamics:
Determine  how  members  of  the  community  interact  and  how  eachNGO  member  can  best  contribute  to  the  organization;
Community  integration:
Reach  out  to  all  persons  in  the  community,  including  policymakers  and  government  officials  to  inform  them  of  the  existence  of  the  group;
Community  investigation:
Determine  the  needs  of  the  targeted  beneficiaries  throughsurveys  and  interviews;
Community  commitment:
Outreach  to  community  members  to  ensure  theirinvolvement  and  identify  volunteers;
Facilitation:
Convene  group  meetings  to  discuss  issues  with  the  purpose  andorganization  of  the  NGO;
Mobilization:
Inspire  members  of  the  community  to  join  the  organization;  and
Communication:
Open  communication  channels  with  all  those  involved,  includingtargeted  beneficiaries,  for  continual  exchange  of  ideas  on  how  best  to  meet  yourobjectives.
A.   Participatory  Action  Research:
29



Some  NGOs  focus  on  a  particular  research  and  advocacy  agenda.   For  example,  if  an  NGOwants  to  advocate  a  constitutional  amendment  or  legislation  that  preserves  the  1959  PersonalFamily  Status  Code,  it  must  (i)  identify  research  tools,  such  as  legal  texts  and  articlesdiscussing  the  code;  (ii)  gather  data  on  how  a  change  in  the  family  law  would  affect  women’srights;  (iii)  analyze  that  data;  (iv)  draw  conclusions  and  make  recommendations;  and,  ifpossible,  (v)  have  those  conclusions  reviewed  by  experts  to  add  validity  to  the  study.   Arigorous  analysis  that  goes  through  these  steps  will  be  more  highly  esteemed  in  the  eyes  ofpolicymakers  and  decision-makers  than  a  summary  report  that  includes  little  research  anddata.   This  research  should  be  shared  with  the  community  and  relevant  government  agenciesthrough  a  media  awareness  campaign.   Through  rigorous  and  effective  use  of  the  media,NGOs  can  spread  information  widely,  which  in  turn  allows  them  to  pressure  lawmakers  tochange  specific  policies.
30
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A  summary of  participatory  action  research  skills  includes:



1.



2.



3.



4.



5.



6.



7.



8.



Identification  of  research  problem:
Simplify  your  research  problem  to  easilyunderstandable  terms;
Identification  of  different  research  tools:
Use  the  internet,  libraries,  experts,  andsurveys  of  targeted  beneficiary  needs;
Data  gathering:
Data  can  be  gathered  from  books,  market-needs  surveys,  and  surveysof  targeted  beneficiaries;
Analysis  of  data:
Once  data  is  gathered,  social  scientists  can  analyze  the  data  andpresent  it  in  a  manner  that  makes  it  accessible  to  a  person  unfamiliar  with  thematerial;
Consultation  with  the  community  and  validation  of  data:
Once  conclusions  are  drawnfrom  the  data  gathered,  the  community  and  targeted  beneficiaries  will  review  the  datafor  their  input  and  suggestions;
Drawing  conclusions:
Conclusions  should  be  concise  and  easily  understandable  toyour  proposed  audience;
Making  recommendations:
Based  on  your  conclusions,  you  can  write  a  set  ofrecommendations  that  will  form  the  basis  of  your  NGO’s  activities;  and
Review  recommendations  with  experts:
Your  recommendations  will  gain  credibility  ifexperts  review  your  research  findings.



C.   Management/Business  Skills:



NGO  managers  must  understand  all  the  business  and  financial  aspects  of  their  organization.Failure  to  do  so  will  make  donors  less  likely  to  contribute  funds  to  your  organization.Although  an  NGO  is  a  non-profit  organization,  sound  management  and  business  skills  areimportant,  as  NGOs  often  have  limited  financial  resources  and  are  financially  accountable  todonors.   Moreover,  "NGO  work  is  all  about  getting  involved  with  complicated  socialsituations  and  responding  to  people's  changing  needs,"
31
which  further  requires  excellentfinancial  management.   In  unstable  or  fluctuating  environments,  needs  and  resources  canquickly  change  over  time.   Effective  financial  management  will  enable  your  organization  tocope  with  unexpected  change.



While  not  all  the  members  of  an  NGO  are  involved  in  the  financial  administration  of  theorganization,  designated  members  need  to  manage  the  following  aspects  of  running  an  NGO:(i)  accounting  and  bookkeeping;  (ii)  the  marketing  of  goods  and  inventory;  and  (iii)  long  andshort-term  financial  planning.   An  NGO  differs  from  a  for-profit  company  in  that  its  mainpurpose  is  to  help  its  beneficiaries,  not  to  make  money.   An  NGO  must  have  a  goodmanagement  team  staffed  with  people  capable  of  overseeing  both  the  financial  andprogrammatic  aspects  of  an  organization.   A good  management  team  does  the  followingtasks:  supports  effective  interaction  among  members;  ensures  member  satisfaction;  managesconflict;  and  provides  leadership.   The  management  team  must  also  understand  the  legalimplications  of  NGO  registration  and  maintenance  as  well  as  any  laws  regarding  financialtransactions.



(1)  Board  of  Directors:
Most  NGOs  have  a  Board  of  Directors.   The  Board  ofDirectors  is  the  governing  body  of  the  organization  elected  by  the  NGO  members.The  Board  provides  leadership,  assists  with  policy  development,  and  administers  theorganization.
32
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(2)  Fundraising:
Fundraising  is  one  of  the  most  crucial  aspects  of  NGO  management.If  possible,  one  or  more  persons  should  specialize  in  fundraising,  writing  grantproposals,  and  maintaining  relationships  with  potential  donors.   Each  grantapplication  requires  a  grant  proposal  or  a  detailed  “statement  of  purpose  that  ispresented  for  someone’s  acceptance  .  .  .  [that]  intends  to  persuade  that  person  to  fundyour  project.”
33
As  many  NGOs  receive  funds  from  donors,  grant-writing  skills  arecrucial.   NGOs  should  strive  to  create  a  dialogue  among  their  members  so  that  theycan  exchange  ideas  related  to  fundraising.   Outside  experts  can  also  be  useful  inhelping  develop  fundraising  strategies  and  in  sharing  approaches  that  have  worked  inthe  past.



A  summary of  NGO  financial  and  administrative  skills  includes:



Register  the  NGO:
Submit  paperwork  to  authorities  to  get  legal  status  and  permissionto  work;
2.
Financial  planning:
Financial  planning  ensures  the  long-term  sustainability  of  anNGO,  making  sure  that  the  organization  has  no  cash  flow  problem  and  that  it  has  theresources  to  keep  running  and  growing;



1.



3.



Budget:
The  budget  is  a  financial  plan  that  defines  what  an  NGO  wants  to  accomplishfrom  a  financial  perspective.   It  covers  income  sources  and  expenditures;
34



Management:
General  management  of  an  NGO  is  the  responsibility  of  the  executivedirector.   Additional  staff  is  hired  to  handle  specific  tasks;
Board  of  Directors:
The  Board  of  Directors  is  the  governing  body  of  the  organization.Members  have  the  voting  power  to  elect  the  Board;
Accounting  and  bookkeeping:
An  NGO  must  account  for  where  the  money  comesfrom  and  where  it  goes.   Bookkeeping  allows  an  NGO  to  know  what  its  financialstatus  is  at  any given  time;
Computer  skills:
NGO  staff  should  be  familiar  with  computer  technology.   Often,  atechnical  specialist  is  hired  to  help  the  members  learn  computer  skills;
Understanding  legal  issues:
A lawyer  or  someone  who  knows  the  law  can  guide  anNGO  through  the  various  legal  issues  involved  in  registration  and  projectimplementation;  and
Project  planning/fundraising/grant-writing:
One  of  an  NGO’s  main  activities  isproject  planning  and  management.   In  order  to  implement  projects,  funds  must  beraised  through  funding  agencies  and  grant  donors.



4.



5.



6.



7.



8.



9.



D.   Networking,  Dissemination  of  Information:
35



Small  and/or  community-based  NGOs  have  particular  difficulties  getting  their  messageacross  to  larger  audiences  unless  they  work  to  disseminate  information  through:  (i)  usingprint,  radio,  and  television  media;  (ii)  networking  and  linking  with  allied  NGOs  through  theinternet  or  at  conferences;  and  (iii)  advocating  before  policymakers,  legislators,  andgovernment  authorities.   Increasingly  complex  socio-economic  problems,  such  as  highunemployment  rates,  require  the  mobilization  of  greater  combined  resources  and  partnershipsbetween  the  government  and  NGOs.
36
E-mail  is  a  particularly  cost-effective  and  simple  wayto  increase  an  NGO’s  network  and  to  create  mass  mailings  about  a  particular  topic.
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When  presenting  a  message,  however,  it  is  first  best  to  clarify  what  exactly  your  message  is.Write  it  in  simple,  straightforward  language  and  use  visual  aids  to  catch  viewers’  attention.



A  summary of  these  networking  and  disseminating  skills  includes:



1.



2.



3.



4.



5.



6.



Small  group  formation
:  Seek  alliances—for  instance,  if  you  are  a  women’s  group,seek  support  from  men  with  similar  interests  and  objectives.
Different  kinds  of  media  production:
Television,  internet,  radio,  and  role-play  can  beused  to  dramatize  your  message.
Communication  skills  and  visual  aids:
Dissemination  of  materials  can  help  your  NGOform  alliances  with  like-minded  groups.
Advocacy:
Calling  for  action  on  a  certain  issue  pressures  governments,  localauthorities,  and  international  bodies  to  adopt  or  promote  certain  policies.
Networking  and  alliances  with  other  NGOs,  government  actors,  and  policymakers:
Alliances  can  be  made  among  different  women’s  groups;  overcoming  differencesallows  multiple  NGOs  to  present  a  united  front  when  advocating  for  change  withpolicymakers.
Use  of  e-mail  and  computers:
Networking  on  a  local,  national,  and  international  levelis  a  very  effective  and  low-cost  method  of  disseminating  information  very  quickly.



E.   Project  Implementation/Training  Methods:
37



Once  an  NGO  has  determined  what  its  goals  are,  it  must  devise  appropriate  training  methodsto  help  the  organization  achieve  them.   Skills-training  includes  three  main  steps:



(1)  Analyze  the  strengths  and  weaknesses  of  your  NGO  by  using  the  checklistprovided  here;(2)  Look  for  help  from  training  courses  already  developed  by  other  NGOs,mentors  or  people  with  relevant  experience,  and  consultants  who  are  experts  inthe  area  where  you  need  training;  and(3)  Design  training  manuals  centered  on  your  specific  situation.
38



Training  methods  differ  from  country  to  country,  but  some  common  ones  include  workshops,panel  events,  group  discussions,  and  cultural  and  social  events  such  as  plays  and  informalwomen’s  gatherings.   If  distance  is  a  problem  for  participants,  NGOs  can  create  self-learningtools  or  distance-learning  courses  that  participants  can  use  on  their  own  time.



Donors  often  measure  an  NGO’s  influence  through  its  ability  to  plan,  implement,  monitor,and  evaluate  training  activities.   Therefore,  it  is  necessary  to  outline  objectives,  goals,activities,  and  evaluation  plans  before  applying  for  a  grant.



A  summary of  these  training  methods  skills  includes:



Tactics:
This  includes  determining  how  and  where  to  do  the  training,  what  experts  areneeded,  how  long  the  training  will  take,  and  what  materials  are  needed;
2.
Use  of  media:
Media  can  be  used  either  to  record  training  sessions  for  future  use  or  toadvertise  workshops  and  conferences;
3.
Workshops:
Workshops  provide  the  actual  training  for  the  participants;



1.
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Group  dynamics:
Training  methods  often  involve  bringing  together  participants  fromdiverse  backgrounds  with  conflicting  points  of  view.   Consensus-building  exercisescan  help  mitigate  tensions  between  participants;
5.
Group  discussion:
While  lectures  are  sometimes  necessary,  it  is  worthwhile  to  dotraining  sessions  involving  smaller  groups;  in  such  groups,  exercises  can  lead  toinnovative  ideas;
6.
Self-learning  kits  and  distance-learning  courses:
These  modules  are  particularlyrelevant  to  those  who  live  in  remote  areas  or  who  do  not  have  internet  access;  and
7.
Monitoring  and  evaluation:
Training  activities  should  be  monitored  to  determine  howa  project  is  progressing.
III.       C
ONCLUSION



4.



In  sum,  the  skills  described  above  are  a  checklist  that  NGOs  can  use  to  identify  theirstrengths  and  weaknesses.   The  list  can  be  modified  to  address  a  particular  NGO’s  concernsand  ideas.
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I.



INTRODUCTION



This  reference  guide  outlines  the  necessary  steps  for  starting  an  NGO.   These  logisticalelements  fall  into  four  categories:  (1)  defining  your  organization;  (2)  determining  theorganizational  structure;  (3)  registering  your  organization;  and  (4)  administration.



II.



DEFINING  YOUR  ORGANIZATION



A.   Vision



The  first  thing  your  organization  must  do  is  identify  a  problem  in  your  community  that  youbelieve  your  group  can  effectively  address.   This  problem  may  be  low  literacy  rates,  the  lackof  jobs  for  rural  women,  or  the  under-representation  of  women  in  the  democratic  process.Once  you  identify  the  problem,  you  can  then  develop  a  vision  for  your  organization.



A  vision  is  the  "future  reality"  that  you  hope  to  achieve.
39
Creating  an  effective  vision  is  acollective  task.   In  order  to  create  a  vision,  an  NGO  can  research  the  visions  of  relatedorganizations,  spend  time  with  the  beneficiaries  or  people  you  hope  to  help,  and  assess  theirgoals  for  the  future.   The  vision  should  be  based  on  the  values  and  principles  of  yourorganization  coupled  with  an  idea  of  the  type  of  society  you  want  to  live  in.
40
For  example,an  NGO’s  vision  can  be  to  live  in  a  “democratic  society”  based  on  equal  opportunity  andjustice  for  all.
41



B.   Mission



Developing  a  mission  statement  is  the  second  step  in  forming  an  effective  NGO.   The  missionstatement  describes  in  a  few  brief  and  clear  sentences  how  your  organization  will  realize  thevision.   For  example,  the  mission  statement  of  United  Nations  Children’s  Fund  (UNICEF)runs  as  follows:



UNICEF  advocates  quality  basic  education  for  all  children  —  girls  and  boys  —  withan  emphasis  on  gender  equality  and  eliminating  disparities  of  all  kinds.   In  promotingequity,  UNICEF  focuses  on  the  most  disadvantaged  children  through  a  range  ofinnovative  programs  and  initiatives  in  education.   We  work  with  a  range  of  local,national,  and  international  partners  to  realize  the  education  and  gender  equality  goalsestablished  in  the  Millennium  Development  Goals  and  the  Education  for  AllDeclaration  and  to  bring  about  essential  structural  changes  needed  to  achieve  socialjustice  and  equity  for  all.
42



Most  organizations  will  make  their  mission  statement  available  to  the  general  public  bydisplaying  it  in  their  offices  or  publishing  it  on  their  website.   By researching  other  NGOs'mission  statements,  you  may  find  one  that  can  help  you  craft  your  own.   Your  NGO’smission  statement  will  guide  the  future  actions  and  decisions  of  your  organization.   It  willalso  succinctly  explain  your  NGO's  particular  focus  to  potential  donors  and  members.



You  will  want  to  research  organizations  similar  to  the  one  you  are  starting  and  ensure  thatyou  will  not  be  duplicating  the  mission  of  a  group  that  already  exists.   It  is  best  to  start  anNGO  that  will  fill  a  specific  community  need  that  no  other  NGO  is  addressing.
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The  process  of  developing  a  mission  statement  is  composed  of  several  steps:



1.    Establish  a  group  or  committee  to  write  the  mission  statement;2.    Adopt  criteria  for  an  effective  mission  statement;3.    Develop  one  or  more  draft  statements  and  compare  against  criteria  for  an  effectivemission  statement;4.    Develop  second  drafts;5.    Seek  comments  and  suggestions  from  others  outside  the  committee;6.    Take  comments  and  suggestions  into  consideration  and  create  a  final  draft  of  themission  statement;  and7.    Present  the  mission  statement  to  the  Board  of  Directors  for  approval.
43



C.   Goals  and  Objectives



After  determining  your  vision  and  mission  statement,  you  must  develop  specific  goals  andobjectives  for  implementing  your  vision.   Goals  and  objectives  should  be  broad-based,practical,  and  limited  in  number.
44
It  is  important  to  outline  your  goals  so  you  can  measurethe  progress  you  are  making  towards  fulfilling  your  mission  statement  and  achieving  yourvision.   Your  goals  should  be  clearly  outlined  and  prioritized  in  order  of  importance.   Themost  effective  NGOs  concentrate  on  one  or  two  attainable  goals;  an  organization  with  toomany  goals  will  have  neither  the  time  nor  the  resources  to  realize  them  all.
45
Objectives  arethe  specific  steps  you  will  take  to  achieve  your  goals.   Each  goal  may  have  several  objectives,or  only  one.



D.    Internal  Evaluation  of  an  NGO



Realistically  evaluating  the  strengths  and  weaknesses  of  your  NGO  will  allow  you  todetermine  how  best  to  ensure  that  your  organization  meets  its  particular  goals  and  objectives.
46
For  example,  if  the  staff  lacks  a  strong  financial  background  and  your  goal  is  to  create  asmall  business  development  program,  then  you  can  hire  an  accountant  or  business  person  toaddress  your  organization’s  weaknesses.



III.



ORGANIZATIONAL  STRUCTURE



A.    Board  of  Directors



Before  doing  anything  else,  the  founders  of  the  NGO  must  form  a  Board  of  Directors.   ABoard  of  Directors  is  the  governing  body of  the  organization  and  its  membership  is  elected  bythe  membership  of  the  NGO.   The  Board  of  Directors  plays  a  number  of  essential  roles  withinthe  NGO:



••••••••



Creating  and  approving  the  budget;Hiring  and  supervising  the  executive  director;Determining  the  guidelines  for  membership;Performing  basic  administration;Developing  policy;Managing  legal  and  financial  matters;Representing  the  NGO  to  the  wider  community;Advocating  for  the  NGO  and  its  goals;
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••



Mobilizing  resources;  andCoordinating  with  other  agencies  or  organizations.
47



The  Board  of  Directors  will  also  work  with  the  founding  members  of  the  organization  todevelop  by-laws  and  register  the  organization.   Members  of  the  Board  should  have  extensiveexpertise  and  be  well-respected  members  of  the  community.   If  possible,  they  should  havebroad  networks  of  contacts  and  years  of  NGO  experience.   They  could  be  members  of  theNGO,  experts  in  issues  relevant  to  the  NGO’s  area  of  operations,  or  community  leaders  whohave  the  time,  resources,  and  ability  to  reach  out  to  the  larger  community.



The  Board  of  Directors  should  consist  of  anywhere  from  five  to  eleven  members,  dependingon  the  size  of  your  organization.
48
Preferably,  there  will  be  an  odd  number  of  members  toensure  a  majority  in  any  voting  that  may  take  place.
49
Members  can  serve  terms  of  one  tofour  years,  depending  on  your  NGO’s  needs.   Board  members  elect  a  president,  vicepresident,  secretary,  and  treasurer  to  handle  their  respective  tasks.   The  specific  duties  of  theofficers  will  depend  on  the  type  of  organization,  but  generally  the  president  is  responsible  forleading  the  board,  including  chairing  all  board  meetings  and  representing  the  NGO  to  themedia  and  larger  community.   The  vice  president  will  assist  the  president  and  chair  meetingsin  his  or  her  absence.   The  treasurer  is  responsible  for  financial  management  and  keeps  trackof  financial  documents.   All  other  documents  are  the  responsibility  of  the  secretary,  who  willkeep  track  of  membership,  record  minutes  from  board  meetings,  and  maintain  files.



B.    Staff



After  establishing  the  Board  of  Directors,  you  need  to  hire  staff.   Before  hiring  individuals  forcertain  positions,  you  should  assess  your  organization’s  needs.   You  must  determine  whichspecific  staff  positions  your  NGO  needs  to  run  effectively,  as  well  as  what  kinds  ofexperience  you  are  looking  for.   Do  not  underestimate  the  importance  of  the  financial  side  ofrunning  an  NGO.   Responsible  financial  management  provides  an  NGO  with  the  tools  tosuccessfully  meet  its  beneficiaries'  needs.
50
Additionally,  you  must  clarify  your  expectationsfor  your  staff  in  order  to  ensure  an  efficient  operation.   You  will  have  to  make  decisions  onhiring  practices,  hours  of  operation,  salaries,  and  the  benefits  you  want  to  offer.
51



Questions  to  ask  regarding  the  composition  of  your  staff  include:



•••••••••



How  will  we  recruit  staff?Where  will  we  advertise?What  is  the  job  description?Will  we  ask  for  a  recommendation  letter?What  are  the  selection  criteria  for  the  position?Who  will  interview  the  candidates?What  are  the  requirements  in  education,  special  training,  knowledge,  and  experience?How  many  days  will  be  given  for  holidays  or  vacation?What  hours  will  the  staff  work?
52



Many NGOs  rely  heavily  on  volunteers.   Organizing  these  volunteers  is  an  essential  part  ofeffective  operations.   Volunteers  and  donations  help  cut  down  on  your  organization’soperation  costs.   Therefore,  you  should  seek  donations  of  equipment,  such  as  furniture,
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computers,  or  office  supplies.   Additionally,  volunteers  offering  legal  or  financial  advice,strategic  planning,  and/or  technical  assistance  would  be  highly  beneficial  for  your  NGO.
53



IV.



REGISTERING  THE  ORGANIZATION



Registration  laws  for  NGOs  differ  by  country  and  sometimes  even  by region,  but  regardlessof  local  requirements,  you  will  always  have  to  develop  an  organizational  statute,  sometimesreferred  to  as  by-laws.   This  document  will  serve  as  a  set  of  rules  for  operating  as  an  NGO.   Itshould  focus  on  the  transparency  of  your  organization  and  on  your  commitment  to  fairtreatment  for  all  members  of  your  organization.
54
The  following  is  a  list,  though  not  anexhaustive  one,  of  items  that  should  be  included  in  your  statute:
55



••••••



•



•



Official  nameType  of  organizationPurposeLocation  or  contact  addressGoals  and  objectivesMembersi.    Qualifications  for  membershipii.    Obligations  and  duties  of  membersGeneral  Assemblyi.    Frequency,  quorum  requirements,  and  means  of  notifying  membershipregarding  meetings  (most  often,  annual)Board  of  Directorsi.    Approval  procedures,  voting  qualifications,  and  proxiesii.    Number  and  term  of  office  for  membersiii.    Officers  and  their  duties  and  authorityCommitteesi.    Membership  and  authority  of  committeesAmendmentsi.    Process  for  changing  the  statute  at  a  later  dateProcedures  for  dissolving  the  organization



•



•



•



Once  your  registration  application  and  your  by-laws  have  been  approved  by  the  relevantgovernment  agency,  you  have  officially  established  your  NGO.   Although  the  outline  detailedabove  represents  the  basic  information  needed  for  establishing  an  NGO,  keep  in  mind  that  thespecific  content  and  format  required  differ  from  country  to  country.   Each  NGO  needs  tohave  the  most  up-to-date  information  about  its  country’s  NGO  registration  requirements,  asthey  may  change  periodically  and  the  NGO  will  need  to  comply  with  these  changes.   Therealso  may  be  annual  filing  requirements  to  keep  the  registration  up  to  date.   Therefore,  adesignated  staff  member  should  stay  informed  about  a  country’s  specific  registrationrequirements.   To  do  so,  you  can  contact  a  local  government  official  and  ask  the  followingquestions:



•••••



What  types  of  organizations  can  register  as  NGOs?What  are  the  specific  qualifications  for  NGOs?Are  there  legal  restrictions  on  the  number  or  types  of  board  directors?Are  there  legal  restrictions  on  how  the  NGO  obtains  funding?Where  do  NGOs  go  to  register?  Which  government  agency  handles  NGOs?
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•••



V.



What  is  the  registration  process,  including  documents  required  and  costs  involved?What  are  the  benefits  of  registering  an  organization  as  an  NGO?How  do  government  regulations  of  NGOs  affect  what  NGOs  can  and  cannot  do?
56



BASIC  ADMINISTRATION



All  NGO  staff  members  should  have  good  administrative  skills  to  ensure  the  efficiency  andeffectiveness  of  your  organization.   Regular  meetings  should  be  organized  to  discuss  progressand  plans  for  the  near  future.   Planning  should  be  done  well  in  advance  and  should  includeboth  contingency  arrangements  and  allow  for  future  developments.   Planning  will  allow  youto  assess  which  resources  will  be  required  for  different  purposes.   Effective  administrationmeans  creating  a  professional  environment  where  each  person  knows  what  is  expected  andcompletes  his  or  her  tasks  in  a  timely  manner.   A  network  of  contacts  is  always  an  importantfactor  for  NGOs;  good  administration  includes  keeping  in  regular  contact  with  theseindividuals  and  groups.   You  may  want  to  develop  a  structure  chart  outlining  the  specificpositions  and  duties  of  each  staff  member.
57
Example  of  a  Numerical
NGOs  must  have  a  set  protocol  for  making
Filing  System  By  Heading
appointments  and  an  efficient  filing  system.
58
100-  PERSONNEL
Filing  is  important  for  the  basic
110-  Confidential  individual  staff  files
administration  of  your  NGO  because  "if
120-  Staff  records  (leave,  etc.)
organizational  documents  are  easy  to  find  and
130-  Payroll
are  all  systematically  kept  in  one  place,  it  will
140-  Health  and  safety
be  much  easier  for  staff  to  find  the  documents
200-  FINANCE
210-  Budget
and  information  they  need.   In  addition,  when
220-  Procurement
the  time  comes  to  report  to  the  governing
230-  Asset  register
body,  [donors],  or  members,  the  information
240-  Travel  expenses
needed  to  compile  the  report  will  be  much
250-  Petty cash  records
more  readily  accessible."
59
There  is  a  variety
260-  Financial  returns270-  Bank  accounts
of  ways  you  can  organize  your  filing  system
280-  Financial  audits
and  each  organization  may  devise  a  system
300-  CORRESPONDENCE
that  best  fits  its  filing  needs.   Some  examples
310-  Correspondence  with  government  agencies
of  filing  systems  include:
320-  Correspondence  with  funding  agencies



330-  Correspondence  with  project  partners340-  Correspondence  with  other  NGOs
400-  ORGANIZATIONAL  DOCUMENTS
410-  Governing  body420-  Subcommittees430-  Strategic  planning440-  Other  documents
500-  PROJECT  DOCUMENTS
510-  Project  proposals520-  Completed  projects530-  Current  projects540-  Future  projects
600-  OFFICE  ADMINISTRATION
610-  Office  meeting  minutes620-  Internal  correspondence630-  Staff  tour  reports



•      Filing by date;•      Filing by subject;•      Filing in alphabetical order; and•      Filing by number (each categoryof documents is given a number).
60



Moreover,  all  staff  members  must  have  thecomputer  skills  necessary  to  run  theorganization  efficiently.   Individuals  shouldbe  proficient  in  computer  programs  such  asMicrosoft  Office,  including  Word,  Excel,  andPowerPoint;  they  should  also  be  able  to  use  e-mail  and  the  Internet.   Additionally,  as  withany  computer,  it  is  essential  to  keep  virusprotection  up  to  date  and  to  periodically  back  up  important  files.   Some  of  the  most  importantfiles  to  back  up  are  bank  records  and  other  financial  information,  your  e-mail  address  book,
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personal  projects,  and  all  other  files  you  cannot  afford  to  lose  or  that  would  be  difficult  toreplace.
61
In  order  to  back  up  your  files,  you  will  save  them  to  a  CD-RW,  DVD-RW,  USBflash  drive,  Zip  disc,  external  hard  drive,  or  remote  server  to  guarantee  that  if  your  computercrashes,  you  will  not  lose  important  data  or  documents.
62
The  type  of  external  storage  formatthat  is  right  for  your  NGO  will  vary.   If  your  computers  do  not  have  the  necessary drives  forCD-RW  or  DVD-RW,  you  may  want  to  choose  an  online  service.   However,  if  your  internetconnection  is  unstable,  then  you  might  want  to  invest  in  an  external  hard  drive.



These  basic  skills  will  ensure  that  all  staff  members  have  the  same  knowledge  base  and  thatyour  organization  increases  its  capacity  and  effectiveness.   The  use  of  computer  technologydepends  on  the  existence  of  the  necessary  infrastructure,  such  as  electricity  and  internetaccess.   The  Internet  and  computer  technology  in  general  are  tools  for  facilitatingcommunication  and  the  exchange  of  information  among  individuals.   They  can  beparticularly  useful  for  building  and  maintaining  contacts  and  increasing  public  awarenessabout  your  organization  and  your  mission.   Also,  developing  a  website  will  give  membersand  interested  individuals  access  to  more  information  about  your  organization  and  itsprograms.



VI.



CONCLUSION



Starting  an  NGO  is  a  serious  endeavor  and  an  important  step  in  transforming  your  passioninto  actual  social  change.   Founding  an  NGO  can  be  a  rewarding  experience,  but  it  alsorequires  patience  and  perseverance  through  adversity.   NGOs  serve  a  critically  important  rolein  development,  but  also  face  a  number  of  challenges,  including,  but  not  limited  to:  acommunity’s  basic  understanding  of  an  NGO’s  mission;  a  misperception  that  NGOs  aresimply  agents  of  western  governments;  pressure  by  political  parties  to  accept  funding  or  riskisolation;  and  community  apathy.   Such  challenges  can  be  overcome  in  part,  however,through  proper  management  of  an  NGO,  a  dedicated  staff,  a  strong  organizational  vision,  anda  deep  sense  of  mission.
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I.



INTRODUCTION



This  reference  guide  aims  to  provide  new  or  developing  NGOs  with  the  necessarybackground  information  about  how  to  manage  effectively  using  strategic  planning.   Strategicplanning  represents  a  substantial  part  of  NGO  management.   It  offers  a  unifying  vision  foryour  organization.   The  degree  to  which  you  focus  on  and  follow  your  strategic  plan  willlargely  influence  the  future  success  of  your  NGO.



II.



STRATEGIC  PLANNING



Strategic  planning  can  be  defined  as  "the  process  during  which  one  determines
where
onewants  to  go,
what
one  wants  to  do,
how
to  get  there,  and
when
,  including  securing  thenecessary  resources."
63
Strategic  planning  starts  with  the  organization’s  vision  and  missionstatement.   Based  on  its  mission  statement,  long-term  and  short-term  goals  are  set.   Theobjective  of  strategic  planning  is  to  yield  a  realistic  plan  and  program  for  achieving  anNGO’s  goals.
64
Moreover,  strategic  planning  outlines  an  NGO’s  specific  objectives,activities,  and  timeline  as  well  as  financial  and  staff  requirements.   Usually,  the  strategic  planis  developed  by a  team  of  staff  members  from  the  NGO.   Responsibilities  of  the  strategicplanning  staff  members  include:



••



••••••



•



•



Clarifying  organizational  mission  and  values;Identifying  target  population  or  beneficiaries  as  referred  to  in  internationalhumanitarian  and  NGO  circles;Assessing  the  external  context;Assessing  the  internal  context;Identifying  the  strategic  issues;Formulating  strategies  to  manage  these  issues  (creating  options);Establishing  an  effective  organizational  vision  for  the  future;Converting  the  vision  into  activity  plans,  budgets,  and  key  result  areas  that  can  bemonitored;Monitoring  performance  "actual  characteristics"  versus  "expectations";  and



Making  adjustments  to  the  plan.
65



The  strategic  planning  process  can  be  divided  into  four  steps:  (i)  preparing  to  plan;  (ii)environmental  analysis;  (iii)  defining  goals  and  strategies;  and  (iv)  identifying  needs  andorganizational  capacity.
66



A.   Preparing  to  Plan



Time  spent  in  preparing  the  planning  process  will  ensure  the  utility  of  the  strategic  plan  andthe  future  success  of  your  organization.   Preparation  consists  mainly  of  asking  the  rightquestions,  such  as:



•



•



•



Who  will  be  involved  in  the  preparation  process  and  how  much  influence  willthey  have?   When  will  that  process  take  place?Who  will  be  consulted  to  offer  advice?   Which  external  experts  and  whichbeneficiaries  will  be  consulted?   How  much  time  will  be  devoted  to  theprocess?Who  will  handle  the  administrative  duties?
67
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You  will  also  want  to  define  the  scope  of  your  work  according  to  the  purpose  of  your  NGO.You  need  to  answer  the  following  three  questions  to  clarify  your  organization’s  capacity:



•         What must the NGO do?  What actions would coincide with the visionand mission statement?•         What can the NGO do?  What is the capacity of the NGO, given itshuman and financial resources?  For example, if your mission is to help legalawareness of human rights, you must determine what activities yourorganization will do to further your mission (e.g.
,
issuing  pamphlets,  holdingtraining  seminars).•           What  needs  to  be  done?   What  do  the  community  and  beneficiariesneed  from  the  NGO?
68



After  answering  these  questions,  the  next  step  in  preparing  a  plan  entails  analyzing  theexternal  and  internal  context  in  which  an  NGO  operates.



B.   Contextual  Analysis



External  Context



For  example,
in  looking  at  its  program's  effectiveness,  an  organizationmight  examine  the  following
:
•     project reports•     reports to funding bodies•     monitoring and evaluation reports, and•     the results of a program review conducted two years ago.These  documents  suggest  that  the  organization  has  achieved  greatestimpact  through  its  efforts  to  change  government  policy  on  women’srights,  as  shown  by  the  introduction  of  new  legislation  following  threeyears  of  advocacy  work  by  community  women’s  groups.  The  reportsalso  show  that  the  organization  performed  least  well  in  its  small  grantsfor  income-generating  projects.  These  have  not  achieved  the  level  ofself-sufficiency  anticipated.  From  this,  the  organization  might  considera  number  of  strategic  program  shifts,  including  greater  emphasis  onadvocacy  work  and  capacity-building  and  reduced  emphasis  on  projectfunding.



The  external  context  is  theeconomic,  political,  and  socialsituation  in  which  yourorganization  operates.   Youneed  to  consider  the  benefitsand  constraints  of  working  inyour  field,  including  legalrestrictions  and  the  social,cultural,  and  politicalbackgrounds  of  yourbeneficiaries.   In  this  step,  youexamine  the  problem  you  wishto  address  by analyzing  itscauses  as  well  as  byresearching  what  other  organizations  or  agencies  are  doing  to  help  combat  the  problem.
69
Ananalysis  of  the  external  context  you  work  in  provides  a  clear  picture  of  the  opportunities  andconstraints  that  will  influence  your  strategic  plan.



Internal  Context



Analyzing  the  internal  context  of  your  organization  is  as  important  as  examining  the  externalcontext  in  which  you  work.   In  order  to  analyze  the  capabilities  of  your  organization,  it  is  bestto  determine  what  your  organization's  strengths  and  weaknesses  are  as  well  as  what  its  pastperformance  has  been.   This  information  will  highlight  the  critical  issues  your  organizationfaces  and  clarify  the  strategic  plan  you  must  adopt.
70
You  will  also  need  to  identify  qualitiesthat  differentiate  you  from  others  in  your  field.   Finally,  examine  the  previous  experience  ofyour  members  or  other  NGOs'  experiences,  identifying  lessons  learned  so  as  to  best  developyour  organization’s  future  plans.
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Such  external  and  internal  analysis  will  improve  your  awareness  of  the  important  factors  thataffect  your  strategic  planning.



C.   Defining  Goals  and  Objectives



Use  your  organization's  vision  and  mission  statements  as  a  foundation  for  developing  yourstrategic  goals.   Goals  are  defined  as  "enduring  statements  of  direction  that  [strengthen]  themission  statement  and  focus  theorganization’s  efforts."
71
Building  on  your
Example  2:  Strategic  Goal
preparation  and  contextual  analysis,  you  can
To  support  initiatives  aimed  at  increasing  women's
define  the  goals  and  strategies  you  will
rights  through  the  constitution  and  legislative
pursue  over  the  next  few  years.   Addressing
advocacy.
any  internal  capacity  needs  will  be  one  ofyour  goals.   In  order  to  do  so,  outline  the
Strategies
human  and  financial  resources  that  are
•  Network  with  like-minded  individuals  and  NGOs.•  Promote  women's  participation  in  politics.
currently  available  to  you,  the  human  and
•  Train  women  to  advocate  for  their  rights  at  the
financial  resources  that  you  need,  and
national  or  local  level.
examine  the  discrepancy  between  the  two.
•  Conduct  public  awareness  campaign  on  the  Personal
Group  discussions  among  your  members
Status  Code.
and  staff--where  participants  can  offer  their
•  Fund  or  offer  fundraising  strategies  to  women  whoplan  to  run  for  political  office.
suggestions  on  how  best  to  address  any
•  Advocate  for  greater  inclusion  of  women  in  politics
perceived  problems--can  yield  strategies  for
and  society.
how  to  fill  any  perceived  gap.   Your  NGOshould  then  develop  a  short-term  internalcapacity-building  plan  that  outlines  the  gapsyou  have  identified  and  the  subsequent  plans  or  programs  that  will  be  instituted  to  addressthem.



To  develop  additional  goals,  identify  the  specific  issues  and  choices  your  organization  andyour  beneficiaries  will  face  over  the  next  2-3  years.   You  can  do  this  by  highlighting  areasthat  need  to  be  changed,  particularly  those  weaknesses  you  previously  identified  in  yourcontextual  analysis.   The  strategic  goals  you  set  should  state  what  your  organization  wants  toachieve  during  the  specified  time  and  how  it  intends  to  achieve  those  aims.   The  goals  shouldbe  quantifiable,  achievable,  and  in  line  with  your  vision  and  mission.   Developing  a  strategicgoal  is  sometimes  difficult  because  it  reflects  “a  balance  of  two  somewhat  conflictingconsiderations—  ambition  and  accountability.”
72
A  strategic  goal  should  be  “the  mostambitious  result  (intended  measurable  change)  that  your  NGO  can  make  and  for  which  it  iswilling  to  be  held  responsible."
73
These  goals  should  then  be  prioritized  in  order  ofimportance.   This  can  be  done  by taking  into  consideration  what  the  consequences  would  beif  you  did  not  address  the  problem.



Objectives  are  the  means  by  which  the  goals  are  achieved.   It  is  advisable  to  develop  multipleobjectives  for  each  goal.   Examples  of  objectives  used  to  reach  a  particular  goal  includeadvocacy,  project  funding,  public  awareness  campaigns,  networking,  and  training  seminars.A  well-formulated  objective  should:



1.    Mimic  a  format  such  as  "to  distribute  a  pamphlet,"  or  "to  register  500  women  tovote";2.    Specify  a  single  key  result  to  be  accomplished;3.    Specify  a  target  completion  date  or  time  period;  and
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4.    Make  a  real  contribution  towards  achieving  the  relevant  goal.
74
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D.   Identifying  Financial  Capacity



Lastly,  you  should  examine  the  financial  needs  of  your  NGO.   This  process  includesidentifying  the  needs  of  your  organization  and  your  beneficiaries,  and  assessing  the  capacityof  your  organization  to  meet  those  needs.   After  identifying  these  needs,  design  a  budget  andestimate  the  costs  of  instituting  your  strategic  plan.   Outline  the  requirements  of  eachprogram  or  strategy  in  terms  of  equipment,  services,  people,  and  materials  by dividing  eachinto  essential  and  non-essential  categories.
75
Then,  determine  the  cost  of  each  requirementand  calculate  your  organization's  available  funding.   Finally,  you  should  develop  fundraisingstrategies  to  address  any  of  your  organization’s  financial  needs.



III.



CONCLUSION



Strategic  planning  is  an  essential  part  of  managing  your  NGO.   In  order  to  reach  your  goalsand  expand  your  capacity,  you  must  first  prepare  to  plan,  analyzing  the  internal  and  externalcontext  in  which  you  will  work,  identifying  goals,  and  instituting  concrete  strategies  forreaching  them.   Strategic  planning  gives  your  organization  a  focus  and  a  means  to  measureprogress.   It  offers  an  opportunity  to  structure  and  measure  the  future  growth  of  yourorganization.  With  a  strategic  plan  in  place,  you  can  begin  to  prepare  and  execute  the  projectsnecessary  to  implement  your  vision.
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I.



INTRODUCTION



A  project  is  “a  multi-task  activity  with  a  purpose,  a  clearly  developed  plan,  a  budget,  and  ateam  to  implement  it  within  a  specific  timeline.”
76
Excellent  project  management  skills  areessential  to  the  development  and  expansion  of  your  organization’s  capacity.   Projectsrepresent  one  of  the  primary  means  for  achieving  the  goals  and  objectives  identified  in  thestrategic  planning  process.



II.



THE  PROJECT  CYCLE



Each  project  follows  a  general  cycle  called  the  project  cycle.   The  project  cycle  is  dividedinto  two  broad  categories.   The  first  is  project  design  which  entails  preparation  and  planning.The  second  is  project  management  which  includes  the  execution  of  the  project.
77



A.



Project  Design



Before  writing  a  grant  to  obtain  funding,  you  must  design  your  project.   Project  designinvolves  the  preparation  and  planning  stages  of  the  project  cycle.



1.



Preparation



The  significance  of  the  preparation  stage  should  not  be  underestimated.   Most  projects  faildue  to  insufficient  or  flawed  preparation.   Thus,  it  is  necessary  to  invest  a  sufficient  amountof  time,  energy,  and  resources  in  the  process.  The  first  step  in  developing  a  concept  for  aproject  is  to  gather  necessary  information;  you  will  need  to  decide  what  information  youneed,  who  you  will  consult,  and  how  you  plan  to  gather  this  information.
78
It  is  important  toestablish  the  role  the  community  will  play  in  the  project  design  process,  and  specifically  toinclude  the  beneficiaries  in  your  preparations;  your  organization  will  want  to  consult  thepeople  it  is  hoping  to  help  in  order  to  obtain  their  perspective  and  input  on  their  own  needsand  ideas  for  change.
79
You  may  also  look  to  local  experts  or  community  members  withextensive  experience  in  areas  related  to  your  program.   There  are  several  ways  you  can  gatherthis  information,  including  interviews,  questionnaires,  focus  groups,  and  case  studies.Choose  one  or  a  combination  of  these  methods  to  best  fit  your  needs.



Consulting



Project  preparation  involves  consultations  with  the  community  about  their  needs.   Whengathering  information,  you  will  want  to  include  both  quantitative  and  qualitative  forms  ofdata  collection.



Sources  of  Quantitative  Data



••



••



SurveysInventories  of  supplies  andequipmentProject  reports  and  evaluationsStatistics



Sources  of  Qualitative  Data



••••



Focus  group  discussionsInterviewsObservationsReview  ofmaterials/documents
80



26



After  gathering  this  general  information  you  are  ready  to  begin  the  needs  assessment.



Needs  Assessment



TEN  IMPORTANT  QUESTIONS



1.  Is  the  project  addressing  an  unmet  need  inthe  community?2.  What  will  be  the  likely  impact  of  addressingthis  unmet  need?3.  What  type  of  support  is  the  communityexpecting  from  the  organization?4.  What  contribution,  if  any,  will  communitymembers  themselves  make?5.  Does  the  idea  have  broad-based  support  andagreement  within  the  community?6.  Who  will  the  direct  beneficiaries  be?7.  What  will  be  the  likely  environmentalimpact?8.  How  will  gender  relations  be  influenced?9.  What  will  happen  when  the  organizationstops  providing  financial  and  other  support?Will  the  community  be  able  to  continue  ordevelop  the  activities?10.  What  level  of  community  organization  existsto  assure  effective  implementation  andmanagement  of  the  project  or  activitiesplanned?



The  needs  assessment  ensures  that  yourproject  is  necessary,  timely,  and  will  benefitthe  community  you  are  trying  to  serve.   Theneeds  assessment  can  be  summarized  in  aseries  of  questions  relevant  to  your  NGO’sintended  goals  and  activities.   A  workinggroup  formed  of  members  from  yourorganization  and  the  community  could  discussthese  questions  to  address  the  community’sneeds.   The  needs  assessment  will  build  onthe  general  information  you  already  collectedand  may  entail  additional  specific  research.



Involving  the  Community



Developing  a  relationship  with  communitymembers  in  which  they  feel  free  to  honestlyexpress  themselves  with  members  of  yourorganization  is  not  only  beneficial  inassessing  their  needs,  but  also  helps  gain  thetrust  of  those  you  most  want  to  help.   Byasking  community  members  about  theirneeds,  you  are  allowing  their  voices  to  beheard  and  are  empowering  them  by including  their  input  in  your  decision-making  process.Involving  the  community  demonstrates  that  your  project  is  not  controlled  by outsiders  whoare  unfamiliar  with  the  particular  strengths  and  constraints  of  the  community.   By  involvingcommunity  members  in  an  ongoing  dialogue,  you  will  gain  information  that  will  be  helpful  tosuccessfully  building  your  NGO  as  well  as  fostering  lasting  relationships  that  show  yourcommitment  to  the  members  of  the  community.



Needs  Analysis



After  conducting  a  needs  assessment,  the  next  step  is  to  analyze  and  prioritize  those  needs  inorder  to  design  a  project  that  first  addresses  the  most  pressing  needs.   This  step  is  referred  toas  a  needs  analysis.   Needs  analysis  includes  an  analysis  of  the  social,  political,  and  economicsituation  of  the  community  and  region  you  are  working  with.   It  also  analyzes  thebeneficiaries’  situation  and  the  specific  problem  the  project  wants  to  address.
81
You  maywant  to  emphasize  to  community  members  that  you  value  their  opinion,  even  if  you  do  noteventually  decide  to  take  their  recommended  course  of  action.



Goals  and  Objectives



Once  you  identify  and  analyze  the  purpose  of  your  project  (the  need  you  will  address),  youthen  develop  goals  and  objectives  for  the  project.   The  goals  and  objectives  of  the  individualproject  should  reflect  the  goals  and  strategies  of  the  organization  as  a  whole.   Objectivesshould  be  specific,  measurable,  realistic,  and  achievable  within  a  certain  amount  of  time.
82
In
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developing  clear  goals  and  objectives,  it  is  important  to  develop  certain  indicators.   Theseindicators  are  empirically  observable  and  measurable  terms  that  allow  NGOs  to  measure  andevaluate  their  progress  and  foster  transparency  in  their  organization.   Indicators  are“parameters  of  change  or  results  indicating  to  what  extent  the  project  objectives  have  beenachieved.”
83
Thus,  after  gathering  information,  assessing  and  analyzing  the  needs  of  yourorganization  and  community,  and  outlining  your  goals  and  objectives,  you  will  move  on  tothe  second  stage  of  the  project  cycle  and  plan  your  project.



2.



Planning



The  planning  stage  consists  of  designing  the  project.   This  entails  a  series  of  actions,including  determining  which  strategy  will  be  used,  which  activities  will  be  organized,  andwhat  time  and  financial  constraints  will  affect  the  project.  You  should  plan  your  projectbefore  you  write  your  grant  proposal.When  planning  your  project,
Planning                  Important  Decisions
design  programs  that  build  on
Element
Objectives/Goals      What  objectives  are  most  important?
your  strengths.



A  strategy  represents  the  overallapproach  your  organization  will
Action/Activities
take  and  details  how  you  willemploy  your  organization's
Resources
strengths.   The  strategy  is  thendivided  into  tactics,  or  details  of
Implementation/
what  must  be  done  and  how  to
Execution
do  it.   Tactics  address  whichspecific  activities  will  beorganized,  where,  what  skills  and  materials  are  needed,  and  how  much  time  each  activity  willtake.



Writing  a  Grant  Proposal



The  final  action  of  the  project  planning  stage  is  writing  a  grant  proposal.   Most  donors  havespecific  guidelines  for  writing  a  grant  proposal  and  you  must  tailor  your  proposal  to  meeteach  donor's  qualifications.   A  grant  proposal  includes  information  gathered  in  yourpreparation  and  needs  assessment,  information  about  your  organization,  specific  details  of  theproject  design,  and  an  itemized  budget.   Once  funding  is  secured,  you  execute  and  managethe  project.



B.



Project  Management



When  and  how  should  they  be  achieved?Who  will  be  responsible?How  can  each  objective  be  measured?What  actions  will  impact  the  situation?What  information  exists  about  each  action?What  resources  are  available?How  are  they  related  to  each  other?How  can  we  obtain  more  resources?Does  the  organization  have  the  necessaryauthority to  implement  the  plan?



Executing  your  project  requires  strong  project  management  skills.



1.    Execution



Execution  is  the  stage  where  the  project  is  carried  out.   Your  preparation  and  planning  willsignificantly  impact  the  success  of  your  project's  execution.   The  particular  execution  of  eachproject  will  vary widely.   However,  all  project  managers  face  challenges  in  this  stage  as  manyunexpected  complications  may  arise.   These  challenges  include,  but  are  not  limited  to,  thefollowing:
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•••••••••



Managing  your  team  successfully;Documenting  the  project;Maintaining  flexibility  in  the  face  of  new  developments;Delegating  responsibilities  clearly  and  efficiently;Keeping  everyone  on  time  and  meeting  all  deadlines;Maintaining  good  contact  with  partners;Making  decisions;Coordinating  and  organizing  all  individuals  and  resources;  andMonitoring  and  evaluating  your  success  and  impact.
84



Monitoring  and  Evaluation



Periodically,  throughout  the  process  of  implementing  the  project,  you  will  want  a  team  fromyour  organization  to  take  the  time  to  review  the  status  of  the  project.   Most  donors  requireperiodic  reports  from  grant  recipients  and  many  have  specific  guidelines  that  must  be  closelyfollowed.   The  status  review  measures  the  results  of  the  activities  already  implementedagainst  the  initial  plan  and  identifies  possible  problems  that  need  to  be  addressed.
85
Upon  thecompletion  of  the  project,  it  is  necessary  to  evaluate  your  organization's  performance  in  theform  of  a  narrative  report.   The  format  will  vary by donor,  but  the  general  components  of  anarrative  report  are  as  follows:



•         Introduction: basic information about the community need your projectaddressed and the general mission of your organization;•         Objectives and activities planned;•         Results: describes which objectives were met and what activities weresuccessful;•         Problems, challenges, and changes or adaptations you had to make.•         Lessons learned;•         Feedback from beneficiaries about the project.•         Follow-up plans; and•         Annexes: copies of materials developed for the project.
86



The  narrative  report  will  show  your  donor  your  successes.   It  also  allows  your  organization  todocument  the  progress  made  and  the  lessons  learned.   Reporting  increases  the  development  ofyour  organization's  capacity  in  future  endeavors  by offering  potential  donors  or  individualsinterested  in  your  NGO  a  chance  to  see  your  accomplishments  and  improvements.



III.



CONCLUSION



Projects  focus  on  the  specific  means  to  implement  the  broader  goals  developed  in  thestrategic  planning  process.   Developing  projects  represents  the  principal  focus  of  yourorganization  and  the  main  way  you  will  impact  your  beneficiaries.   A successful  projectrequires  extensive  preparation,  planning,  execution,  developing  a  detailed  plan  inconsultation  with  the  community,  and  implementing  these  activities  to  meet  the  needs  of  thebeneficiaries.
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I.



INTRODUCTION



This  reference  guide  is  designed  to  promote  Iraqi  non-governmental  organizations’  (NGOs’)capacity  and  sustainability  through  grant-writing  and  budgeting.   Grant-writing  is  perhaps  themost  common  tool  to  raise  money  and  thus  is  critical  to  an  NGO’s  existence  and  its  ability  toeffectively  carry  out  programming.   Each  organization  to  which  you  submit  a  grant  proposalwill  have  its  own  specific  instructions  and  you  need  to  follow  these  instructions  exactly  asthey  are  described  in  the  application.   Although  the  methods  and  format  used  by  eachorganization  for  their  specific  grant  vary,  there  are  a  number  of  steps  that  always  apply  to  thegrant-writing  process.  This  guide  breaks  down  the  grant-writing  process  step-by-step  so  thatyou  understand  the  basic  principles  and  practices  necessary  to  write  a  winning  grant  proposal.



II.



GRANT  PROPOSALS



For  most  NGOs,  grant-writing  constitutes  the  largest  portion  of  all  fundraising  efforts.Sources  for  grants  include:  (i)  government  agencies;  (ii)  corporations;  (iii)  privatefoundations;  (iv)  individuals;  (v)  international  donors,  such  as  the  United  Nations  or  USAID;and  (vii)  other  NGOs.   A  grant  proposal  is  a  “statement  of  purpose  that  is  presented  forsomeone’s  acceptance  …  [that]  intends  to  persuade  that  person  to  fund  your  project.”
87
Aproposal  can  be  summed  up  as  follows:



••



•••



It  states  the  problem  or  challenge  that  the  NGO  seeks  to  address  or  resolve;It  offers  a  plan  with  clearly  stated  goals,  objectives,  and  strategies  for  solving  theproblem;It  asks  for  specific  financial  or  in-kind  resources  to  accomplish  the  plan;It  shows  that  you  are  capable  of  doing  what  you  say  you  will;  andAccording  to  specified  measures  that  you  have  accomplished,  it  offers  a  pledge  thatyou  will  be  able  to  accomplish  what  you  said  you  would.
88



In  short,  every  proposal  should  answer
who, what,  when,  where,  why,  and  how
about  theproject.
89



Writing  a  grant  proposal,  which  can  also  be  referred  to  as  a  project  proposal,  is  a  lengthy  andtime-consuming  process.   Therefore,  it  is  necessary  to  allow  as  much  time  as  possible  to  workon  a  proposal.   Starting  the  process  early  will  give  you  the  time  necessary to  define  your  ideasclearly  and  share  your  drafts  with  colleagues  who  can  provide  valuable  input  and  commentsthat  will  ensure  that  you  submit  an  excellent  proposal.



A.   Research  and  Preparation



Before  beginning  your  research  on  which  grant  providers  might  fund  a  proposal,  you  need  toidentify  a  problem  that  needs  to  be  solved.  For  example:



•



Rural  Iraqi  women  do  not  have  access  to  credit  to  start  small  businesses.



After  you  have  an  idea  for  the  proposal,  the  next  stage  is  to  find  grant  opportunities  thatmatch  your  project  goals  and  begin  researching  the  required  elements  of  a  specific  proposal.For  example,  you  can  look  for  grants  that  provide  funding  or  small  grants  to  NGOs  that  willhelp  rural  women  start  small  businesses.   Do  not  limit  your  funding  search  to  one  source  as
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there  are  many  grants  available  for  NGOs.   When  searching  for  potential  donors,  make  surethat  the  proposal,  mission,  and  objectives  of  your  project  match  the  donor's  specifications.



In  addition  to  matching  the  general  purposeof  the  program  to  your  potential  donor,  you             Key  Factors  for  a  Successful  Proposalwill  need  to  outline  the  specifics  of  theprogram  (methods,  timetable,  and  resources             1)   Quality  of  your  NGO;required),  and  a  general  budget;  this                          2)   Critical  importance  or  innovativeinformation  will  allow  you  to  narrow  your                      nature  of  the  proposed  project;search  to  potential  donors  whose  grants                    3)   Appropriateness  of  the  fundingmatch  your  needs.   Once  you  have  identified                  source  for  the  proposed  project;a  grant  suitable  for  your  purposes,  request                4)   Skills  of  the  proposal’s  author.the  proposal  guidelines  (including  content,format,  and  deadlines)  from  the  source.   Tryto  establish  direct  contact  with  the  donors  so  that  you  can  maintain  an  ongoing  dialogue  thatwill  help  you  focus  your  efforts  on  what  is  most  important  for  them.
90
Although  the  mainpurpose  of  your  project  is  to  help  your  beneficiaries,  you  will  also  need  to  ensure  that  theproject  satisfies  your  donor's  expectations.   For  budgeting  purposes,  you  need  to  clarify  themaximum  amount  of  money  available  for  the  grant  and  determine  whether  it  fits  your  needs.



In  order  to  write  a  successful  proposal,  find  and  study  other  grant  proposals  that  have  beenfunded  by  the  same  organization  so  you  can  learn  from  the  experience  of  other  NGOs  anddetermine  what  type  of  proposals  are  generally  accepted  by the  funding  source.
91
Reviewyour  own  past  project  proposals  and  project  evaluations,  both  successful  and  unsuccessful,  inorder  to  analyze  your  strengths  and  weaknesses.   (Knowing  your  strengths  and  weaknesseswill  enable  you  to  design  a  project  based  on  your  strengths;  moreover,  donors  will  be  morelikely  to  fund  an  organization  that  has  a  strong  tradition  of  monitoring  and  evaluation.)Verify  any  statistical  data  you  will  be  using  in  your  proposal  to  ensure  its  accuracy.   Onceyou  have  all  the  necessary  guidelines  and  background  information  you  can  begin  writing  yourgrant  proposal.



B.   Writing  the  Proposal



Once  you  have  the  materials  for  the  specific  proposal,  you  must follow  all  of  theinstructions  found  in  the  guidelines.
These  guidelines  can  be  very detailed,  so  review  themcarefully  before  writing  a  proposal.   As  stated  above,  while  proposal  guidelines  will  vary,most  of  them  include  a  variation  of  the  components  described  below.



In  general,  the  components  of  a  proposal  are  as  follows:



1.2.3.



Cover  Letter  (Overview  of  funding  request)Cover  Sheet  (Abstract/Executive  Summary)Narrative  Project  Description/Work  Plan:a.Needs  Assessmentb.             Goals  and  Objectivesc.Activities/Methodologyd.             Staffing/Administratione.Monitoring/Reporting/Evaluationf. SustainabilityBudget



4.
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5.6.7.



Organization  Biography  and  Background  InformationConclusionAppendices
92



1.    Cover  Letter



No  longer  than  one  page,  a  cover  letter  should  give  a  clear  and  concise  overview  of  theorganization  and  the  reason  for  the  funding  request.
93
It  sets  forth  how  your  proposal  furthersthe  donor’s  mission,  goals,  and  objectives,  and  meets  the  specific  requirements  of  theproposal  guidelines.
94



2.    Abstract/Executive  Summary



Although  you  may  want  to  include  a  title  page  or  a  table  of  contents  for  longer  proposals,  thefirst  substantive  section  is  the  abstract,  sometimes  referred  to  as  an  executive  summary.   Theabstract  is  a  brief,  precise  summary  of  your  project.
This  first  page  is  the  most importantsection  of  the  whole  document  as  it  sets  forth  the  framework in  easily  understandableterms for  the  donor
.
95
Donors  receive  many  grant  proposals  and  do  not  have  a  lot  of  time  toreview  them,  so  they  first  look  at  the  abstract  to  determine  if  they  should  continue  reading  theproposal.   Therefore,  your  abstract  needs  to  persuade  the  reader  that  your  proposal  is  aworthy  project  for  his  or  her  further  attention  and  examination.



Specifically,  an  abstract  does  the  following:  1)  it  identifies  the  community  need  and  issuesthe  project  addresses;  2)  outlines  the  solution  the  project  offers  and  the  impact  onbeneficiaries;  3)  identifies  the  total  financial  and  other  resources  needed;  and  4)  describes  theorganization  and  emphasizes  its  area  of  expertise  and  its  ability  to  carry  out  the  proposedprogram  successfully.
96



Writing  your  abstract  as  the  last  step  in  the  grant-writing  process  may  be  easier  as  you  will  bemore  familiar  with  the  details  of  the  project  and  better  able  to  summarize  the  differingcomponents  of  the  project  into  a  few  short  paragraphs.
97



If  a  donor  asks  for  a  letter  of  inquiry  instead  of  a  project  proposal,  then  you  can  expand  yourabstract  to  include  more  detail  about  the  proposal.   Usually,  a  letter  of  inquiry  isapproximately  two  pages  long.



3.    Narrative  Project  Description/Work  Plan



a.    Needs  Assessment



The  statement  of  need,  sometimes  referred  to  as  a  statement  of  the  problem  or  needsassessment,  represents  the  reason  behind  your  proposal.
98
Your  statement  of  need  specifieswhat  conditions  you  specifically  want  to  change
99
and  is  where  you  convince  the  donor  thatthe  issue  you  want  to  address  is  appropriate  to  the  donor's  mission  and  important  enough  tomerit  attention  and  funding.
100
This  is  where  the  NGO  explains  that  the  problem  it  wishes  tosolve  is  worthy  of  funding  by  the  donor.



In  this  section,  objectively  describe  the  specific  problem  and  community  your  proposaladdresses.
101
Then  support  your  statement  with  research/evidence  to  justify  the  need  orproblem.
102
Such  research  may  include  statistics  and  any  other  information  you  have
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gathered  regarding  the  problem,  such  as  personal  interviews  with  the  beneficiaries,  surveys,focus  groups,  objective  news  reports,  and  expert  commentary.   By offering  concrete  andobjective  information  about  the  situation  on  the  ground,  you  set  the  stage  for  establishing  thecritical  importance  of  your  proposed  project.   Most  importantly,  you  must  clearly  andpersuasively  prove  how  the  problem  and  need(s)  relate  to  the  donor's  mission  and  priorities.The  donor  must  be  convinced  that  1)  your  beneficiaries  are  experiencing  a  critical  need;  2)this  problem  can  be  solved;  and  3)  the  proposal  fits  within  the  purpose  of  the  donor'sorganization.



Example:
Problem  Statement:   Many  Iraqi  women  do  not  know  what  their  rights  areunder  the  constitution  and  the  law;  they  need  to  be  educated  about  their  legal  rights.



Following  this  problem  statement,  you  need  to  explain  why the  issue  is  important.   Forinstance,  Iraqi  women’s  lack  of  knowledge  of  the  law  may  prevent  them  from  pursuing  legalremedies  that  are  available  to  them.  You  would  also  want  to  explain  the  issue  in  the  contextyou  want  to  address  it  in.   For  example,  do  you  want  your  work  to  encompass  all  of  Iraq  or  doyou  want  to  limit  it  to  a  particular  city  or  province/governorate?   Finally,  try  to  frame  yourneeds  statement  to  fit  the  solution  your  proposal  suggests.   For  example,  if  the  problem  is  thatwomen  are  unaware  of  their  rights,  your  solution  could  be  to  create  a  public  awarenesscampaign  to  inform  women  of  their  rights.
103



b.   Goals  and  Objectives



The  goals  and  objectives  of  a  proposal  describes  what  the  NGO  plans  to  do  about  the  need  orproblem.   This  section  will  include  specific,  detailed  information  that  should  convince  thedonor  that  you  have  a  well-organized  and  well-thought-out  program  that  is  effective  andefficient.   Your  goals  and  objectives  should  include  the  following  components:



i.
Goal
:  Goals  are  large  statements  about  what  you  hope  toaccomplish.
104
Your  project  can  have  one  or  more  goals  to  solve  a  coreissue  of  concern  or  need.ii.
Objectives
:  Goals  are  then  broken  down  into  several  concreteobjectives.   An  objective  states  in  positive  and  provable  terms  what  theproject  will  accomplish.
105
Each  objective  is  further  divided  into  one  ormore  activities  and  each  activity  is  designed  to  bring  about  a  specificresult  that  will  address  the  identified  need.



Example:
Goal:  To  educate  women  in  Basra  concerning  their  legal  rights.Objectives:  1)  educate  women  through  television  media;2)  educate  women  through  print  media;  and3)  educate  women  through  workshops  or  seminars.



c.    Activities/Methodology
1



1



This  section  can  also  be  called  “Methods”  or  “Approaches”  depending  on  the  specific  grant  guidelines.
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This  section  contains  detailed  information  about  the  specific  activities  your  organization  willcarry  out  to  accomplish  your  objectives.   In  this  section,  you  will  spell  out  the  methods  orstrategies  through  which  a  problem  is  solved.
106
You  should  emphasize  your  collaborationwith  the  beneficiaries  in  determining  which  specific  activities  to  plan  and  also  thecommitment  of  the  beneficiaries  to  support  and  participate  in  these  activities.   Each  activityshould  be  justified  by  incorporating  objective  data  such  as  statistics,  interviews,  expertcommentary,  or  past  experience.   This  section  should  also  include  a  specific  timeline  and  ageneral  description  of  how  you  intend  to  achieve  your  goal  and  objectives.



Example
:
Activities  for:



Objective
1:  a)  Design  and  broadcast  a  radio  program  explaining  to  women  theirrights  and  offering  sources  for  more  information;  b)  arrange  aninterview  on  the  radio  to  discuss  women's legal  rights.
Objective
2:  a)  Write  articles  about  women's  legal  rights  and  find  newspapers  thatwill  publish  them.
Objective
3:  a)  Organize  training  seminars  to  teach  women  about  their  legalrights;  and  b)  create  and  distribute  pamphlets  describing  women'slegal  rights.



d.   Staffing/Administration



In  this  section  you  need  to  describe  how  many  employees  are  needed  to  implement  theproject.   An  employee's  qualifications  for  each  position  should  be  set  forth,  including  whichstaff  will  be  part-time  (working  only  a  portion  of  the  work  day),  full-time  (working  the  fullwork  day),  or  volunteers.   Although  many  people  can  not  afford  to  donate  their  time  for  free,they  may  be  willing  to  work  for  some  other  form  of  compensation,  such  as  food  or  literacyeducation.   Donors  like  to  know  what  role  volunteers  or  interns  will  play  in  your  project,  asthey  are  cost-effective.
107
Do  not  exaggerate  or  underestimate  your  staffing  requirements—simply  give  a  realistic  estimate  of  how  many  people  it  will  take  to  accomplish  your  goals.



e.    Monitoring/Evaluation/Reporting



Donors  want  to  know  whether  a  project  is  successful  or  not.   Therefore,  donors  require  adetailed  plan  for  how  you  will  measure  your  program’s  accomplishments  and  effectiveness.
108
In  order  to  do  so,  you  must  monitor  your  program’s  progress  by  comparing  the  steps  youhave  completed  with  the  levels  of  progress  in  the  Activities/Methodology  section  of  yourproposal.
2



As  part  of  the  evaluation,  you  need  to  identify  what  will  be  evaluated.   Look  to  themeasurable  objectives  you  identified  earlier  in  your  plan  to  show  you  what  to  evaluate.
109
Toevaluate  a  project,  identify  specific  indicators  that  will  objectively  measure  your  progressboth  quantitatively  and  qualitatively.



2



Some  donors  require  very  technical  measurements  of  results  so  be  sure  to  check  with  the  guidelines  for  what  isrequired.
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Example:
Indicators  would  include:1)  the  number  of  articles  written  and  published;2)  number  of  radio  and  television  segments  aired;3)  the  number  of  seminars  held;  and4)  the  number  of  pamphlets  printed  and  distributed.



Make  sure  to  determine  the  methods  you  will  use  to  evaluate  each  objective  and  specify  theinformation  you  need  and  how  you  will  collect  it.



Most  grants  require  reports  on  your  organization’s  progress  in  completing  a  project.Therefore,  it  is  essential  to  provide  the  donor  with  periodic  reports  throughout  the  projectcycle.   Once  the  project  is  complete,  you  must  evaluate  the  program  in  its  entirety  as  mostdonors  require  a  final  comprehensive  report.



f.    Sustainability



Additionally,  the  donor  will  want  to  know  that  either:  1)  the  project  will  be  complete  whenthe  grant  money  is  finished  at  the  end  of  the  project  period  stated  in  the  grant;  or  2)  theproject  will  be  self-sustaining  (
e.g.,
generate  revenue  for  its  own  continuation).   Keep  in  mindthat  donors  like  to  know  the  long-term  financial  viability  of  a  project  to  be  funded.
110



Example:
If  your  efforts  to  educate  women  about  their  legal  rights  were  in  anticipation  ofan  upcoming  election,  your  project  would  end  at  the  time  of  the  election.   An  exampleof  a  self-sustaining  project  would  be  a  store  that  sold  goods  made  by  yourbeneficiaries  and  that  would  continue  to  generate  income  after  the  business  wasestablished  by  the  grant
.



While  writing  your  proposal,  always  remember  to  provide  the  donor  with  as  much  detail  aspossible;  assume  the  donor  knows  nothing  about  your  project.   A  detailed  proposal  shows  thedonor  that  you  have  invested  a  lot  of  time  and  energy  into  planning  this  project.  A donor  ismore  likely  to  fund  a  project  that  is  well-planned  and  well-organized  than  one  that  is  wellwritten  but  not  well  thought  out.



4.   Budget
3



A  budget  can  be  defined  as  "an  itemized  summary  of  an  organization's  expected  income  andexpenses  over  a  specified  period  of  time."
111
Thus,  the  budget  is  divided  in  two  parts:  1)income  and  2)  expenditures.   The  income  section  should  include  all  project  funding  sources.



The  expenditures  section  is  divided  between  administrative  costs  and  project  costs.Administrative  costs  represent  a  percentage  of  the  overall  administrative  costs  of  yourorganization  that  are  dedicated  to  the  specific  project,  including  percentages  of  individuals'salaries  and  benefits  as  well  as  office  supplies.



3



See  Part  III  for  detailed  information  on  budgeting.
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Project  costs  should  come  from  your  previous  itemization  of  all  resources  needed  for  eachactivity  you  have  planned.   The  budget  should  include  a  monetary  amount  for  each  resource.The  budget  should  be  in  a  chart  format  with  accompanying  notes  explaining  any  unusualitems.   Different  grants  may  have  differing  requirements  for  the  budget  format  and/orcontent,  so  be  sure  to  check  the  specific  requirements  for  each  grant!



5.  Organization  Biography  and  Background  Information



Providing  the  donor  with  your  organization's  biography  demonstrates  your  capacity  to  carryout  the  proposed  project  and  your  credibility  by  demonstrating  organizational  experiencedealing  with  the  problem  to  be  solved  or  the  community  to  be  served.
112
An  organization'sbiography  includes  a  brief  history  of  the  organization  that  includes  its  mission,  vision,  andpast  programs.   You  will  also  want  to  describe  the  structure  of  your  organization  plus  theexpertise  of  your  management  and  other  personnel.   Your  strengths  and  previous  successesshould  be  emphasized,  as  well  as  any  awards  your  organization  may  have  received.   Youshould  also  include  information  about  your  board  of  directors,  including  its  size  and  the  levelof  participation  of  its  members  in  your  organization.
113
The  organizational  informationshould  be  related  to  the  project  goal  to  demonstrate  how  your  expertise  and  experience  willensure  a  successful  project.



6.    Conclusion



Your  conclusion  should  summarize  the  proposal  in  about  half  a  page.   It  restates:  1)  the  needor  issue  you  are  addressing;  2)  the  compatibility  of  this  need  with  your  donor’s  mission;  3)your  project's  ability  to  address  this  need;  and  4)  your  organization’s  ability  to  succeed.   It  isalso  the  place  where  you  can  use  persuasive  language  to  make  the  final  appeal  for  yourproject.
114



7.



Annexes/Appendices



At  the  end  of  the  proposal,  include  supplementary  materials  that  will  give  your  potentialdonor  additional  relevant  information.   These  documents  support  your  proposal  anddemonstrate  your  organization’s  capacity  to  successfully  complete  it.   Examples  of  annexes,sometimes  referred  to  as  appendices,  include:



•



•••••



A  detailed  list  of  the  members  of  your  board  of  directors,  their  briefbiographies,  and  areas  of  expertise;Documentation  proving  NGO  status  and  registration  with  proper  authorities.CVs  of  key  staff;A  brief  biography  of  your  project  manager;Informative  brochures  and/or  previous  publications;  andAny  additional  information  relevant  to  the  context  of  the  project,  such  as:(i)   Background  on  your  beneficiaries,  including  their  culture,  history,traditions,  and  religion;(ii)  Background  on  the  country  or  region  including  geography,  politics,and  policy;  and(iii)              Background  on  the  specific  need/problem,  including  sectarianconflict  and  relevant  legislation.
115
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C.



Follow  Up



After  submitting  your  proposal,  contact  the  donor  and  establish  a  good  relationship  with  theindividual(s)  handling  your  grant  application.   After  receiving  a  grant,  you  will  need  tocontact  the  donor  and  clarify  the  responsibilities  you  have  as  a  grant  recipient.   Make  sureyou  complete  all  of  your  obligations  under  the  funding  or  grant  agreement  to  ensurecontinued  good  relations  with  the  donor.   In  so  doing,  you  will  develop  a  good  reputation  andincrease  your  chances  of  receiving  funding  for  future  projects.



III.



BUDGETING



Budgeting  is  an  important  part  of  the  financial  management  of  your  organization.   All  non-governmental  organizations  operate  under  budgeting  constraints.   Therefore,  it  is  essential  tofocus  on  cost-effective  strategies  and  clear  and  precise  budgeting.   Budgeting  is  an  activitythat  will  last  for  the  duration  of  your  project;  at  the  earliest  planning  stages,  establishing  ageneral  budget  will  ensure  that  the  project  planning  remains  within  realistic  constraints.Moreover,  responsible  financial  management  includes  ensuring  that  actual  costs  do  notexceed  budgeted  costs.   After  the  project's  completion,  the  budget  will  serve  as  a  usefulindicator  and  will  help  determine  the  cost-effectiveness  of  your  project.   If  you  were  able  toachieve  all  your  objectives  within  the  budget  constraints,  your  project  is  considered  cost-effective.   The  first  step  to  ensuring  successful  budgeting  is  to  establish  a  strong  accountingsystem.



A.   Accounting



Accounting  is  the  act  of  recording  and  analyzing  an  organization's  financial  activities  andstatus.   Accounting  will  allow  you  to  collect  and  organize  the  information  necessary  to  createan  accurate  and  feasible  budget.   Non-governmental  organizations  must  generally  disclosetheir  financial  records  to  the  public,  but  the  requirements  and  procedures  vary  by country,  soit  is  important  to  check  with  your  government  to  confirm  you  are  fulfilling  all  necessaryduties.   An  accounting  report  usually  includes  four  financial  categories:



1)   Assets:  the  amount  of  money  (cash  and  value  of  equipment)  your  organizationhas.2)   Liabilities:  the  amount  of  money  your  organization  owes.3)   Revenue:  the  amount  of  money  your  organization  is  raising.4)   Expenses:  the  amount  of  money  your  organization  is  spending.



Whether  financial  records  are  handwritten  in  an  accounting  journal  or  stored  on  the  computer,they  need  to  include:  1)  a  statement  of  revenues  and  expenses;  and  2)  a  balance  sheet.



1.  Statement  of  Revenues  and  Expenses



The  statement  of  revenues  and  expenses  will  consist  of  an  itemized  list  of  revenues  andexpenses  the  organization  has  received  or  paid  in  the  current  month  and  the  year-to-date  inthe  form  of  a  spreadsheet.   The  last  row  of  the  spreadsheet  will  show  the  balance  (revenuesminus  expenses).   The  statement  of  revenues  and  expenses  allows  an  organization  to  see  themoney  raised  and  money  spent  in  a  specific  time  period.
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EXAMPLE
:



Total  Revenues
Revenue  1Revenue  2
Total  Expenses
Expense  1Expense  2
Balance



2.  Balance  Sheet



A  balance  sheet  uses  the  same  format  as  a  statement  of  revenues  and  expenses,  but  it  chartsassets  and  liabilities.   Examples  of  assets  include:  cash,  inventories,  property,  land,  andequipment.   Examples  of  liabilities  include:  outstanding  bills,  staff  costs,  general  bills,  andloans.   The  balance  sheet  also  includes  a  fund  balance  at  the  end,  which  is  the  same  as  thefund  balance  from  the  statement  of  revenues.   The  balance  sheet  differs  from  the  statement  ofrevenues  and  expenses  in  that  it  is  cumulative  and  not  limited  to  the  financial  fluctuations  ofthe  current  year;  it  also  includes  the  outstanding  surpluses  or  deficits  since  the  foundation  ofthe  organization.



EXAMPLE
:



Total  Assets
Asset  1Asset  2
Total  Liabilities
Liability  1Liability  2
Fund  Balance



B.



Budgeting



$17000
$8000$9000
$1500
$1200$300
$200



Month  of  July,  2006
$300
$0$300
$175
$100$75
$125



Year  to  date  (1  Jan-31  July,  2006)
$1500
$200$1300
$1300
$1000$300
$200



After  gathering  the  relevant  financial  information  and  organizing  it  through  theaforementioned  accounting  procedures,  your  organization  will  develop  an  annual  operatingbudget.



1.  Annual  Operating  Budget
4



All  NGOs  must  develop  an  annual  budget.   This  can  be  difficult  given  that  it  will  require  youto  estimate  and  anticipate  future  income  and  expenses.   After  outlining  the  potential  incomeresources  and  estimating  the  amount  of  resources  your  organization  will  receive  in  thecoming  year,  individuals  or  teams  within  your  organization  should  develop  program  outlines,including  general  estimates  of  budgetary  requirements.   Then,  the  director  of  yourorganization  will  review  these  requirements  with  the  board  of  directors  and  otherorganizational  officers  and  determine  an  operating  budget.   Finally,  the  staff  members



4



See  reference  guide  on  NGO  Management:  Strategic  Planning  for  more  on  developing  an  annual  budget.
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responsible  for  making  policy  within  your  NGO  must  review  the  operating  budget  anddevelop  programs  that  fulfill  the  mission  of  your  organization  while  remaining  within  thebudget  constraints.   As  sources  of  funding  are  often  uncertain,  your  budget  will  often  need  tobe  revised  upon  receipt  of  a  new  grant.



2.  Project  Budgets



In  addition  to  an  annual  operating  budget,  each  individual  project  requires  its  own  budget.   Adetailed  budget  is  a  requirement  for  every  grant  proposal.   It  entails  identifying  each  activityyour  program  will  include  in  the  project  and  listing  every  resource  required,  along  with  amonetary  value  for  each  item.   Many donors  have  specific  requirements  or  formats  for  yourbudget  and  you  will  need  to  follow  their  guidelines  exactly.   However,  regardless  of  theformat,  certain  categories  must  be  included  in  any budget.



The  first  element  to  a  successful  budget  is  putting  each  item  under  the  correct  category.When  itemizing  a  budget,  make  sure  every  section  of  the  budget  correlates  to  the  narrativeproposal.
116
Make  the  budget  easy  to  read  and  understand.
117



Include  the  name  of  your  organization,  the  title  of  the  project,  the  time  period  or  duration  ofthe  project,  and  the  total  budget  required,  including  the  currency  you  are  working  with.   Yourbudget  will  also  need  to  include  certain  categories  of  costs.



A  budget  is  usually  divided  into  two  categories:  direct  and  indirect  costs.   Direct  costs,  orproject  costs,  are  identified  as  those  specific  to  the  proposal  and  include  such  matters  as  staff(salaries  and  benefits),  equipment,  services,  supplies,  travel,  and  consultants.
118
Indirectcosts,  or  administrative  costs,  are  expenses  that  do  not  attach  to  the  specific  proposal,  such  asoffice  space  rental,  utilities,  and  other  general  administrative  costs.
119



Each  cost  will  need  a  column  for  description  of  the  cost,  the  unit,  the  unit  price,  and  thenumber  of  units  required  and  a  total  for  that  cost.   The  final  column  is  a  space  for  notes  onany  items  that  require  explanation  or  clarification.   If  you  need  to  explain  in  greater  detail  anyunusual  costs,  you  can  describe  them  in  a  budget  narrative.
120



The  categories  of  costs  for  your  budget  should  include  the  following:



Administrative  Costs  (Indirect)
1.    Administrative  Staff2.    Logisticala.    Office  spaceb.    Utilities3.    Specialized  Servicesa.    Legal  adviceb.    Technical  assistance



Project  Costs  (Direct)
Although  these  will  depend  on  your  specific  project,  some  examples  include:1.    Facility  rental  for  seminars/workshops;2.    Program  Staff;3.    Food  and  Refreshments;4.    Pamphlets  or  Informational  Materials;  and



40



5.    Required  Equipment.



Some  costs,  such  as  office  equipment,  including  computers  and  printers,  are  fixed  costs  anddo  not  need  to  be  included  in  the  project  budget.



The  final  element  of  a  project  budget  is  a  contingency  category,  normally  5%,  which  isspecified  for  any  unforeseen  expenses  that  may  arise  during  the  course  of  the  project  cycle.(The  sample  project  budget  provided  at  the  end  of  this  section  shows  where  the  5%contingency  should  be  placed  in  a  budget).   Donors  differ  on  their  policy  regarding  thecontingency  category  and  administrative  costs.   Some  may  not  allow  for  any money  to  bebudgeted  in  either  category  and  others  may  limit  the  administrative  costs  to  a  percentage  ofyour  project  costs.   The  guidelines  listed  here  are  merely  a  general  overview  of  potentialcategories.   You  must  obtain  and  strictly  follow  the  specific  guidelines  of  your  donor.



IV.



CONCLUSION



Financial  management  is  one  of  the  most  fundamental  functions  of  your  organization.   Assuch,  it  deserves  all  the  time  and  energy  you  can  devote  to  it.   Successful  fundraising  andgrant-writing  require  research  into  potential  donors,  substantial  networking  with  professionalsin  your  field,  and  solid  accounting  and  budgeting  practices.   Your  organization  can  alsosolicit  donations  from  local  members  of  your  community  for  help  with  technology,  expertadvice,  or  other  services.   Many individuals  who  may  not  be  willing  to  donate  money  to  yourNGO  can  donate  their  time  and  expertise.   Grant-writing  will  constitute  the  majority  of  yourfundraising  efforts.   Demonstrating  your  NGO’s  passion  and  capacity  for  the  project  in  thesteps  outlined  in  this  reference  guide  will  ensure  a  quality  proposal  that  has  a  high  degree  ofsuccess  in  obtaining  funding.
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SAMPLE  PROJECT  BUDGET



Iraqi Women'sNGO



Iraqi LegislativeAdvocacy Campaign



Time Period for ProjectTotal Budget Requested



INCOME



1 Jan. 2007 -31 May 2007$ 39,218



Source



Amount



EXPENDITURES



Cost Categories



Administrative Costs



11.1



1.11



1.12



1.131.14



1.2
1.21



1.3
1.31



22.1
2.112.122.132.142.152.162.172.18



Benefits



Health Insurance



Training



Training Seminar



Logistical andAdministrative Costs
Office Costs



(printing) paperPhone/FaxInternetPrinter InkPostageRentElectricityWater



Staffing Costs
Salaries



DirectorProject Manager(PM)AdministrativeAssistant 1(AA1)Driver/Guard



Unit



UnitCost



Quantity    Total



14,800



Notes



10% of the director'stime will be devotedto this project.



Year



Month



MonthMonth



40,000



1200



600600



10%



5



33



4,000



6,000



1,8001,800



Person



200



3



600



Person



300



2



600



4120



ReamMonthMonthCartridgeStampMonthMonthMonth



205050100.25005050



55522,000555



100250250205002500250250



2.2
2.212.22



Transportation



FuelInsurance



LiterMonth



2100



1005



1380
200500
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2.23



2.24



2.3
2.33



3



3.1



Equipment



MaintenanceFlight toBaghdad



Month



Flight



50



215



5



2



250



430



800
800



12,200



PM and AA1 attendtraining in Baghdad



Computer



Specialized Services



Translation



Page



800



1



20



200



4,000



3.2



3.33.4



Security



TechnologicalAssistanceLegal Assistance



Hour



HourHour



15



2030



500



2010



7,500



400300



Project materialsmust be in Arabic &EnglishGuards for ourfacilities& duringtransportationHelp setting up theInternet & phonelines



PROJECT COSTS



4



4.14.2



Project 1- Seminar onLegislative Advocacy



Facility RentalRefreshments



TechnologyRentalConferenceMaterials



Contingency



DayPerson



10005



3150



3000750



Facilities needed forthree days, May 28-May 30



Equipment,(projectors)only needed for twodays



4.3



4.4



5



Day



Person



75



1



2



150



150



150



1,868



5% of total budget



TOTAL



39,218
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I.



INTRODUCTION



This  reference  guide  is  designed  to  explain  how  NGOs  can  promote  their  capacity  andsustainability  through  building  networks  and  relationships  within  the  community  and  thegovernment.   Building  good  relations  with  the  government  and  community  is  essential  to  thesuccess  of  an  NGO's  efforts.   Working  with  government  officials  on  both  local  and  nationallevels  can  be  a  complex  and  dynamic  process  as  each  group  has  its  own  objectives  andagendas,  and  these  often  conflict  with  one  another.   Cooperation  among  the  government,  theprivate  sector,  and  NGOs  is  essential  to  building  a  strong  democracy.   Moreover,communities  and  NGO  beneficiaries  are  most  likely  to  have  their  needs  met  whengovernments,  businesses,  and  NGOs  cooperate  with  each  other.
121



II.



COMMUNITY  RELATIONS



For  the  purposes  of  this  reference  guide,  "community  relations"  is  defined  as  any  interactionamong  beneficiaries,  businesses,  and  NGOs.   The  usefulness  of  your  organization  and  thesuccess  of  your  projects  will  largely  be  determined  by  relations  within  the  community,  as  thecommunity  is  where  the  NGO  operates.   While  carrying  out  your  NGO  mission,  you  willmost  likely  interact  with  a  host  of  people--political  parties,  community  leaders,  businesspeople,  potential  donors,  various  NGOs,  and  your  beneficiaries.   These  entities  represent  yourcommunity.
122



A.   Relations  with Beneficiaries



The  success  of  your  program  will  largely  be  determined  by the  extent  to  which  you  includebeneficiaries,  those  individuals  your  project  is  designed  to  help,  in  the  planning  process.   Inorder  to  include  them,  conduct  surveys,  focus  groups,  or  other  forms  of  information-gatheringto  determine  the  perspectives  and  opinions  of  your  beneficiaries.   You  can  also  invitecommunity  leaders  or  prominent  individuals  from  among  your  beneficiaries  to  join  in  groupmeetings  or  periodic  monitoring  meetings  during  a  project.



Moreover,  beneficiaries  should  play  an  integral  role  in  implementing  your  project.   To  theextent  that  this  is  possible,  your  projects  should  promote  the  eventual  independence  of  yourbeneficiaries.   When  problems  arise  during  a  project,  soliciting  input  from  beneficiaries  canoften  lead  to  the  best  solution.   Most  importantly,  consider  the  requests  and  advice  thebeneficiaries  have  to  offer  when  formulating  strategies  or  plans.   They  know  what  needs  andchallenges  they  have  and  may  offer  the  best  ideas  for  addressing  them.



Challenges



Working  with  beneficiaries  has  several  challenging  aspects.   These  challenges  includedifficulties  in  gaining  their  trust  and  resistance  to  accepting  aid.



In  all  societies,  particularly  in  less  politically  and  economically  secure  environments,individuals  can  be  distrustful  or  skeptical  of  outsiders  or  foreigners.   If  NGO  members  are  notnative  to  the  community  they  seek  to  serve,  the  community  may  be  naturally  distrustful  ofthem.   In  order  to  overcome  initial  mistrust  or  misunderstanding,  your  NGO  must  engage  intrust-building  activities  with  the  community  so  as  to  gain  legitimacy  and  respect.
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One  way to  win  trust  is  to  gain  an  endorsement  from  a  prominent  institution  or  individual  inthe  community.   Promoting  interactive  dialogue  among  members  of  the  community  is  anotherway to  enhance  understanding  and  acceptance  of  your  NGO’s  work.   For  instance,  you  canarrange  a  public  meeting  to  explain  your  organization,  outline  its  intentions,  and  answer  anyquestions  from  the  community.



If  NGOs  are  not  held  publicly  accountable  for  how  they  spend  their  money  or  for  theiractions,  the  public  may  believe  that  an  NGO  is  using  its  resources  for  personal  gain  or  forcorrupt  purposes.   To  counteract  this  misperception,  an  organization  can  develop  a  code  ofconduct.   A  code  of  conduct  is  a  public  document  that  contributes  to  the  transparency  of  yourNGO  by establishing  definite  standards  of  ethical  behavior,  corporate  governance,  andfinancial  transparency.
123
A  code  of  conduct  differs  from  your  NGO's  bylaws  becausebylaws  cover  logistical  and  procedural  protocol  whereas  the  code  of  conduct  refers  tostandards  of  ethical  behavior.



Your  NGO  may  face  resistance  from  your  intended  beneficiaries  if  they  are  averse  toaccepting  aid.   Many beneficiaries  may  be  reluctant  to  admit  they  need  assistance  or  to  acceptany  form  of  aid.   Conversely,  they  may  admit  the  need,  but  feel  that  their  own  efforts  aresufficient  to  address  them.   This  challenge  may  be  overcome  with  patience  and  ademonstrated  commitment  to  respecting  and  understanding  your  beneficiaries’  concerns.Incorporating  your  beneficiaries’  input  into  your  projects  can  also  temper  this  resistance.



In  cooperation  with  beneficiaries,  remember  to  do  the  following:



••••••



Seek  out  their  advice;Value  their  perspectives;Respect  their  skills  and  knowledge;Include  them  in  all  stages  of  the  project  cycle;Establish  trust  and  credibility;  andTreat  them  as  equal  partners.



Benefi



ts  to  Cooperation  among  NGOs:



1)  Donor  Attraction
–  Donors  are  increasingly  payingattention  to  networks.   Creating  or  joining  a  networkimproves  access  to  new  donors  and  leads  to  additionalfunding  opportunities.
2)  Raising  the  Profile  of  Member  NGOs
–  Belonging  toa  successful  network  that  plays  a  prominent  role  in  agiven  sector  can  confer  status  and  create  a  platform  wheremembers  can  be  seen  and  heard.
3)  Expanding  Opportunities  to  Start  Projects
–Networks  allow  an  NGO’s  members  to  begin  projectswithout  facing  dozens  of  administrative  hurdles.  Theyalso  improve  cost  efficiency  and  open  up  communitieswhere  access  for  outsiders  may  be  limited.



Although  an  NGO’s  primaryrelationship  is  with  the  community  orbeneficiaries  it  serves,  whether  as  anadvocate  or  as  a  direct  service  provider,a  given  NGO  will  also  want  to  cultivatecontacts  with  the  for-profit  businesssector,  with  other  NGOs,  and  withgovernment  agencies  or  officials.
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B.   Relations  with other  NGOs



Benefits



In  order  to  expand  the  capacity  of  yourNGO,  you  need  to  develop  partnershipswith  other  like-minded  NGOs.   Thereare  many  benefits  to  this  form  ofcooperation.   Often,  limited  NGO  resources  can  compel  like-minded  organizations  to  worktogether  to  achieve  their  goals.   In  general,  partnerships  function  better  if  one  organization  is
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considerably  larger  than  the  other  or  if  each  has  a  different  area  of  expertise  that  is  equallyrelevant  and  necessary  to  the  completion  of  the  project.   Cooperation  is  facilitated  amongNGOs  when  each  NGO  has  a  well-defined  role  in  the  partnership.



For  example,  if  one  organization  is  large  and  focuses  on  political  advocacy  while  a  second,smaller  organization  seeks  to  enhance  political  awareness  among  women  in  a  specific  region,the  two  organizations  could  potentially  have  a  very  productive  partnership.   An  example  of  apartnership  could  include  a  program  that  seeks  to  mobilize  support  for  new  legislation  bothwith  the  politicians  who  will  vote  on  the  law  and  with  their  constituencies.



Another  benefit  from  NGO  partnerships  is  that  smaller  organizations  can  gain  a  lot  ofexperience  from  working  with  larger,  well-established  NGOs.   This  is  an  excellent  way forsmaller  NGOs  to  gain  recognition  and  access  to  a  broad  network  of  contacts.



Challenges



Despite  the  benefits  of  collaborating  with  other  NGOs,  these  relationships  can  be  difficult.Difficulties  often  arise  when  NGOs  are  forced  to  compete  over  resources,  projects,  and  publicrecognition.   Because  donor  funding  is  limited,  NGOs  with  similar  missions  may  compete  fora  given  grant.   NGOs  may  also  experience  competition  for  recognition  or  prominence  in  thecommunity.   This  presents  a  significant  barrier  to  successful  cooperation.   However,  thebenefits  of  collaboration  among  like-minded  organizations  are  far  greater  than  those  ofworking  alone.   Other  challenges  to  building  and  maintaining  networks  with  NGOs  include:



•         Being patient during the time-consuming process of getting individuals toagree on goals, objectives, and strategies;•         Building trust among members of other NGOs, since competition forfunding may undermine trust;•         Managing logistics and informing all members of meetings, actions taken,results, and upcoming activities;•         Allocating resources and agreeing on rules for effective cooperation; and•         Maintaining a collaborative spirit among all members.
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Networking



Networking  will  prove  to  be  one  of  the  most  helpful  activities  for  expanding  yourorganization.   Temporary  alliances  concerning  single  issues  can  accomplish  short-term  orvery  specific  objectives.   However,  long-term  and  broad  alliances  among  diverse  groups  arenecessary  when  advocating  for  substantial  or  long-term  institutional  change.
126
To  beginnetworking,  encourage  your  staff  to  attend  conferences  or  seminars  where  other  like-mindedorganizations  will  be  in  attendance.   Always  carry  business  cards  and  do  not  be  timid  aboutstriking  up  conversations  with  strangers  about  issues  you  have  in  common,  similarexperiences,  or  people  you  both  know.   Emphasize  that  you  are  always  seeking  to  expand  thescope  of  your  organization  and  propose  some  form  of  potential  cooperation.   Keep  allreceived  business  cards  in  an  organized  file  and  follow  up  with  any  contacts  via  e-mail  orphone  call  after  your  initial  meeting.



Events  featuring  speakers  or  discussion  panels  provide  an  opportunity  for  you  to  use  thequestion-and-answer  session  to  promote  your  NGO.   Ask  a  question,  give  your  name,  andidentify  your  organization.   This  exposure  will  create  interest  in  your  organization  and  inform
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participants  about  your  work.   Despite  potential  barriers,  partnering  with  like-minded  NGOsand  establishing  a  solid  network  of  contacts  in  your  industry  are  essential  for  expanding  thecapacity  of  your  organization.



Remember  the  following  when  partnering  with  other  NGOs:



••••••



III.



Build  trust  and  transparency  into  the  process;Clearly  identify  roles  and  expectations;Emphasize  common  values  and  mission;Focus  on  mutual  benefits  for  both  NGOs;Establish  and  maintain  a  network  of  industry  contacts;  andTreat  each  other  as  equal  partners.



GOVERNMENT  RELATIONS



A.   Benefits



Cooperation  between  an  NGO  and  the  government  can  benefit  both  the  organization  and  itsofficial  beneficiaries.   The  nature  of  these  benefits  will  depend  on  the  political  context  andthe  readiness  of  the  government  to  partner  withNGOs.   Furthermore,  the  willingness  of  both
Pote
sides  to  work  together  will  depend  on  their
ntial  Benefits  of  Cooperation:
respective  perceptions  regarding  the  benefits  ofcooperation.
•  Clarifying and strengthening the relationship



One  benefit  of  NGO-government  partnerships  isthat  governments  have  excellent  access  to  somegroups  (students  in  public  schools,  for  example)but  very  limited  access  to  marginalizedsegments  of  the  population—the  very segmentsof  the  population  that  NGOs  work  with.   Thus,
•  Improving targeted programs and services by
by forming  partnerships,  NGOs  and  government
keeping  decision-making  closer  tobeneficiaries.
agencies  compensate  for  each  other'sweaknesses.   Moreover,  increasingly  complexsocio-economic  problems,  like  widespread  unemployment  and  lack  of  health  services,  requirethe  combined  resources  of  both  government  and  NGOs  to  achieve  lasting  and  effectivesolutions.
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B.   Challenges



Of  all  potential  partners,  government  agencies  may  be  the  most  challenging  if  there  issignificant  distrust  between  NGOs  and  the  government.   NGOs  often  view  governments  ascorrupt  and  ineffective,  while  governments  may  view  NGOs  as  advocating  positions  contraryto  their  interests.   Another  challenge  is  that  many  governments  do  not  respect  the  role  ofNGOs  in  the  political  process  and  consequently  do  not  foster  a  legal  and  economicenvironment  conducive  to  the  successful  operation  of  NGOs.



NGO-government  relations  are  complicated  by the  unequal  balance  of  power  between  thetwo.   The  government  can  greatly  influence  how  an  NGO  operates  through  regulations  andregistration  requirements.   Moreover,  in  order  to  function  effectively,  NGOs  rely  on
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between  government  and  the  voluntary  sector,leading  to  better  organizational  focus  andgreater  public  awareness  of  social  needs;•  Mobilizing  combined  resources  (governmentand  voluntary  sector)  to  solve  social  problems;and



governments  to  establish  and  enforce  basiclaws  and  to  make  publicly  availableinformation  about  issues  of  social  concern.Governments  can  also  regulate  the  accessNGOs  have  to  international  funding.   Lastly,NGOs  rely  on  governments  to  guarantee  a  freepress  and  access  to  the  media.
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Potential



Challenges:



•  Getting the attention of policymakers andconvincing them of the usefulness,practicality, and affordability of the approach;•  Maintaining the accountability of planners andadministrators to the people at the grassrootslevel; and



Ideally,  because  government  policy  is  relevantto  their  work,  NGOs  should  be  incorporated
•  Ensuring your organization’s independence
into  governmental  policy-planning.   However,
from  the  government.
one  potential  drawback  when  NGOs  workwith  the  government  is  that  this  can  result  in  "weakening  their  legitimacy  as  independentvoices  for  grassroots  groups  and  their  members."
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Moreover,  government  officials  may  notknow  how  to  incorporate  NGOs  into  their  planning  process.   Therefore,  when  decidingwhether  to  work  with  the  government  to  achieve  change,  an  NGO  must  weigh  the  practicalbenefits  of  collaboration  against  the  harm  it  might  do  to  the  organization's  reputation.



C.   Solutions



Some  ways  to  encourage  cooperation  between  NGOs  and  government  include:



a.    Stressing  the  urgency  of  the  problem,  including  possible  politicalconsequences,  such  as  a  representative  potentially  losing  the  next  electionbecause  he/she  does  not  address  the  problem  of  the  community;b.    Emphasizing  why the  government  cannot  address  the  problem  alone  and  whyyour  organization  is  uniquely  positioned  to  do  so;c.    Networking  with  government  officials  and  establishing  strong  relationshipsbetween  individuals  in  your  organization  and  those  in  government  agencies;d.    Exhibiting  respect  for  and  understanding  of  governmental  structures  andsystems;e.    Establishing  clear  expectations  and  work  distribution;  andf.    Developing  a  common  mission  statement  or  guiding  document.
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IV.



NEGOTIATION



Procedural  Guidelines  for  Making  Decisions
1.  Agree  on  a  method  for  arriving  at  thedecision.2.  Define  the  problem  clearly  and  from  allperspectives.3.  Identify  possible  solutions  and  assess  them.4.  Agree  on  the  best  solution  and  confirm  theagreement.5.  Decide  how  to  implement  the  decision  withclear  activities,  time  lines,  andresponsibilities.



Cooperation  always  entails  negotiation.Therefore,  strong  negotiation  skills  are  critical  tothe  success  of  your  partnerships,  whether  withbeneficiaries,  businesses,  other  NGOs,  or  thegovernment.   Negotiation  is  a  process  wherebytwo  or  more  parties  resolve  an  issue,  whether  it  bea  dispute,  a  debate  about  a  particular  course  ofaction,  or  a  bargain  over  resources.



The  first  step  in  any  negotiation  is  to  analyze  thesituation,  clarifying  your  interests  and  those  of  theother  party,  and  identifying  possible  resolutions.Next,  your  organization  will  strategize  how  to  respond  to  the  other  party.   In  the  final  stage,the  parties  meet  and  discuss  the  problem,  debate  options,  and  agree  on  a  solution.
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Negotiations  can  be  very tense  and  complicated  if  the  parties  do  not  follow  certain  coreprinciples.
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A.   Core  Principles



Separate  the  people  from  the  problem



A  common  mistake  in  negotiation  happenswhen  parties  confuse  the  problems  ofindividuals  with  problems  inherent  in  thediscussion.   In  order  to  avoid  this  confusion,you  must  be  able  to  identify  the  mostcommon  people-centered  problems:



•



Case  study  in  negotiation
:  A  minority  groupthat  makes  up  25%  of  the  population  advocatesa  40%  quota  for  seats  in  parliament,  but  themajority group  officially  opposes  any  quota.These  positions  are  irreconcilable.   To  negotiatea  compromise,  each  party  identifies  its  majorinterest.   In  this  case,  the  minority group  isafraid  its  rights  will  be  violated  and  its  interestsignored.   The  majority group  wants  to  ensurequalified  candidates  and  wants  neither  to  limitthe  choices  of  the  people  nor  to  give  theminority  group  a  disproportionately  large  say.Once  interests  are  identified,  a  number  ofsolutions  becomes  possible.   For  example,  bothgroups  could  support  a  25%  quota  withassurances  that  members  of  the  minority groupwill  be  appointed  to  important  committees,  thatminority  rights  will  be  included  in  theconstitution,  and  that  a  separate  independentagency  will  be  established  to  monitor  themajority group's  conduct  towards  the  minoritygroup.



•



•



Problems of perception
constitutethe  most  common  cause  ofconflicts.   Make  every  effort  tounderstand  the  perspective,viewpoint,  and  interpretation  ofyour  counterpart.
Problems of emotion
arisebecause  many  individuals  identifypersonally  with  their  interests  orposition  and  will  react  with  angeror  fear  when  they  feel  threatened.   Acknowledge  the  emotions  and  try  tounderstand  their  source.
Problems of communication
also  commonly  cause  disputes.   Employ  activelistening  techniques  to  minimize  communication  problems.
5
Give  the  speakeryour  full  attention  and  periodically  summarize  his  or  her  points  to  ensure  youunderstand;  you  can  understand  your  counterpart  and  still  disagree  with  her.
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Focus  on  interests  rather  than  positions



Instead  of  traditional  negotiation,  where  one  side  wins  and  the  other  loses,  try  to  emphasizeprinciples  over  positions.   Seek  out  a  "win-win"  situation.   Define  the  problem  in  terms  of  theprinciples  or  interests  of  each  side  instead  of  in  terms  of  their  specific  positions.   Strictpositions  often  make  compromise  or  a  "win-win"  situation  impossible.   Look  for  solutionsthat  will  reconcile  the  interests  of  both  sides.
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For  example,  the  above-mentioned  case  studyin  negotiation  regarding  the  minority  and  majority  group  illustrates  a  win-win  situation,where  the  solution  satisfies  the  interests  of  both  groups  although  not  their  initial  positions.



Generate  a  variety  of  options  before  settling  on  an  agreement



In  order  to  ensure  the  best  possible  solution,  both  parties  must  consider  as  many  options  aspossible.   Both  sides  can  cultivate  an  environment  where  creative  proposals  are  welcome.Each  side  can  also  agree  on  a  common  definition  of  the  problem,  analyze  the  problem,



5



Active  listening  techniques  include  maintaining  eye  contact  with  the  speaker,  leaning  forward,  and  periodicallyparaphrasing  what  the  speaker  has  just  said  in  order  to  ensure  that  you  have  understood  what  the  speakerintended  to  say.
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consider  general  approaches  to  solving  the  problem,  and  then  examine  the  potentialconsequences  of  specific  actions.



Negotiation  seeks  to  build  consensus  amongthe  participating  parties.   Effective  consensus-building  techniques  can:



•



•



•



•



•



•



V.



Help  structure  discussion  and  keep  itfrom  going  in  circles;Downplay  the  link  between  an  ideaand  its  “author”;Reduce  the  tendency  to  conform  togroup  opinion;Protect  against  reprisals  for  opendisagreement;Encourage  respect  for  strong  opinions;andAllow  valid  options  to  be  compared.
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CONCLUSION



Guidelines  for  Negotiation



•  Define  the  problem  clearly.•  Listen,  observe,  and  determine  the  positionsof  the  other  party.•  Start  with  what  you  want  and  move  to  whatyou  can  realistically  achieve.•  Present  proposals  and  shape  them  accordingto  the  reactions  of  the  other  party;bargaining  is  expected,  but  do  not  cross  aline  you  have  established  ahead  of  time.•  Be  prepared  to  face  resistance;  remember  thatthe  other  side  also  has  an  obligation  topromote  its  interests.•  Keep  negotiations  civil;  suggest  a  breakwhen  tensions  rise.•  Be  open  to  communication  and  showreadiness  to  reach  an  agreement.



Building  networks  is  an  excellent  way toexpand  the  capacity  of  your  NGO.   Developing  relationships  with  like-minded  individuals  inall  sectors  will  ensure  successful  partnerships.   In  all  relations,  be  sure  to  treat  the  other  partywith  respect  and  consideration.   Establish  common  interests  and  aims  and  emphasize  eachgroup's  unique  expertise.   Good  networking  skills  will  help  you  implement  your  mission,  aidyour  beneficiaries,  and  maintain  strong  relations  with  pivotal  groups  and  individuals.
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NGO  PUBLIC  RELATIONS:MEDIA  AND  ADVOCACY


[image: AnyBizSoft]
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I.



INTRODUCTION



This  reference  guide  explains  how  public  relations  can  promote  the  capacity  andsustainability  of  NGOs.   The  media—newspapers,  television,  radio,  the  Internet—is  one  of  anNGO’s  most  important  allies.   Media  coverage  gives  an  organization:  (i)  exposure  to  a  largeaudience;  (ii)  localized  and  international  recognition;  (iii)  legitimacy;  and  (iv)  opportunitiesfor  advocacy.   NGOs  can  use  the  media  to  pressure  governments,  corporations,  other  groups,and  individuals  to  modify  or  change  their  policies  or  behaviors.   Moreover,  the  mediadistributes  information  effectively  and  efficiently  to  the  general  public  and  greatly  influencesthe  scope  and  depth  of  public  debate.
135
By using  the  media  to  promote  its  agenda,  an  NGOalso  informs  potential  donors  of  its  activities,  educates  potential  beneficiaries  about  its  work,and  creates  opportunities  for  networking  with  other  organizations.   Therefore,  developinggood  relations  with  the  media  is  a  crucial  task  for  an  NGO.



II.



MEDIA  OUTREACH  PLAN



In  order  to  effectively  employ  the  media,  an  NGO  should  develop  a  media  outreach  plan.   Amedia  outreach  plan  generally  consists  of:



1.2.3.4.



Identifying  the  core  message  of  the  campaign;
136
Identifying  the  audience  you  want  to  target;
137
Researching  appropriate  media  venues;
138
andDeveloping  relations  with  media  professionals.
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A.   Core  Message



The  first  step  in  developing  a  media  outreach  plan  is  to  identify  the  core  message  of  yourmedia  campaign.   The  core  message  should  include  the  following  components:



•



•



•



Situation
o          Specify and describe  the problem or issue about  which you  are  trying  tofoster  awareness.
Solution
o          Outline  a specific  solution  that  will  address  the issue of concern.
Public  Action
o          Outline  what individuals  can do to  solve  the problem.
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Your  core  message  will  be  the  focus  of  your  entire  campaign.   Staying  focused  on  your  coremessage  helps  your  audience  understand  your  ideas;  it  also  increases  the  likelihood  that  youraudience  will  listen  to  you.



You  may  have  limited  time—a  few  minutes  or  sometimes  less—to  make  your  case.   Planningyour  media  appearance  ahead  of  time  will  enable  you  to  present  your  message  in  simple  andunderstandable  terms.



B.   Identify  the  Audience



Identifying  your  audience  is  crucial  for  developing  a  successful  media  outreach  plan  as  itallows  you  to  tailor  your  message  to  the  interests  and  needs  of  your  target  group.   As  you
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develop  your  message  you  may  want  to  consider  your  audience’s  age,  gender,  level  ofeducation,  geographic  location,  general  interests,  and  access  to  media.   Consider  also  thetypes  of  media  your  audience  uses;  the  number  of  hours  its  members  spend  reading,watching,  and  listening;  and  how  often  they  access  different  media  forms  (members  of  yourtarget  audience  may  only  buy  a  weekly  newspaper,  for  example).   Different  audience  groupsto  consider  include:



••••••



An  organization's  beneficiaries  or  clients;The  government;Other  NGOs;Funding  agencies;Local  businesspeople;  andPeople  living  in  the  community.
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Each  audience  will  require  different  types  of  information  about  your  NGO.   When  decidingwhich  form  of  media  to  use  for  a  given  audience,  consider  the  following:



•••



•



Which  media  channels  are  appropriate  to  a  particular  audience;How  to  ensure  that  your  presentation  appeals  to  the  audience’s  interests;What  your  audience  already  knows  about  the  topic  and  what  its  learning  potentialis;  andHow  you  can  adjust  your  vocabulary  so  that  there  are  no  unfamiliar  terms.
142



C.   Research  Media  Options



Once  you  have  identified  your  audience,  you  will  need  to  research  what  media  options  areavailable  and  determine  which  ones  will  reach  your  target  audience  most  effectively.Generally,  your  media  options  include:  (i)  television;  (ii)  newspapers;  (iii)  radio;  and  (iv)  theInternet.



Television



Television's  basic  advantage  is  that  it  reaches  large  numbers  of  people,  including  lesseducated  and  illiterate  individuals.
143
However,  one  drawback  of  television  is  that  manypeople  do  not  have  access  to  it.  This  is  especially  true  of  people  living  in  rural  areas.



Television  presents  the  following  options:



•



•



•



•



Local  television  stations  usually  have  several  news  programs  each  day  and  areoften  interested  in  community-based  issues;Weekly  or  nightly  news  magazine  shows  concentrate  on  human  interest  storiesthat  relate  to  larger  current  events;Daytime  talk  shows  target  audiences  such  as  stay-at-home  mothers,  and  provide  aplatform  for  personal  interviews;  andSome  channels  permit  public  service  announcements  (also  referred  to  as  PSAs)where  you  can  address  the  general  public  on  any  number  of  issues.   Likecommercials,  PSAs  are  often  aired  between  shows.
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Television  coverage  tends  to  be  very  brief,  sometimes  less  than  one  minute,  so  your  messagemust  be  clear  and  concise.
144



Newspapers



Although  newspapers  do  not  reach  as  many  people  as  television,  they  can  have  relativelylarge  circulations  and  are  read  by a  more  educated  audience.   In  most  regions,  the  widevariety  of  newspapers  offers  different  viewpoints  and  perspectives.   Newspaper  optionsinclude:



••



Radio



Radio  lacks  television’s  large  audience,  but  it  can  reach  individuals  who  do  not  have  accessto  television  or  newspapers.   The  advantage  of  radio  over  television  is  that  it  is  a  mobile  formof  media  and  people  can  listen  to  the  radio  while  driving  or  working.   Options  for  radioadvertising  include:



••••



Public  service  announcements;News  stories  about  upcoming  events,  new  developments,  or  new  perspectives;Editorials  that  voice  opinions  about  a  certain  issue,  policy,  or  event;  andTalk  shows  that  air  different  perspectives  on  current  events.



News  stories  about  upcoming  events,  new  developments,  or  new  perspectives.Editorials  that  voice  opinions  about  a  certain  issue,  policy,  or  event.



Written  Documents



In  addition  to  television,  newspaper,  and  radio,  your  organization  can  increase  publicawareness  by developing  its  own  written  materials.   The  following  types  of  documents  servedifferent  and  complementary  purposes  within  a  media  outreach  program:
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•



Organizational  Profile
o    Gives  a one-page summary  of basic information  to potential  journalistswho want to  write  a story about  your  NGO.  The  profile should includeinformation  about the  structure  and programs  of your  organization.



NGO  Summary Brochure
o    Gives  basic  information  about  your  NGO  in a concise  format  that  is  easyto  distribute.o    Can  be tailored  for potential  members  or beneficiaries.o    Well-formatted,  attractive  brochures  draw  more  interest.   Be sure toinclude  pictures,  colors,  a variety of fonts, and bullet-point  lists.



Project  Brochure
o    Same  as  the summary  brochure, except  that it  provides  specificinformation  about one  of your  NGO’s  individual  projects.
146



Newsletter
o    Provides  information  on your  NGO’s  latest  activities.
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•



•



•



o    Keeps  members,  journalists,  colleagues,  or potential  donors  updated  onyour  programs  and events.o    Includes  details,  facts, and  statistics  about issues  that  concern  yourbeneficiaries.
147
o    Can  be prepared  and sent electronically  via  e-mail,  which cantremendously reduce  costs.



Internet



The  Internet  is  a  very  cost-effective  type  of  media.   The  Internet  offers  a  variety  of  usefultools  including,  (i)  websites;  (ii)  weblogs;  (iii)  e-mail;  and  (iv)  advertising.



•



Website



A  website  gives  information  about  your  organization  and  your  programs.   A  websitecan  include  the  following  sections:



o
Home
:  The  first  page  people  see  when  they  come  to  your  website.   Itwelcomes  visitors  and  includes  basic  information  or  graphics  to  get  yourmessage  across  to  the  audience.o
About  Us
:  Outlines  your  mission,  vision,  organizational  history,  andinformation  about  your  staff  and  board  of  directors.o
Projects
:  Gives  information  about  your  organization’s  various  past,present,  and  future  projects.o
Events
:  Gives  information  about  past  or  upcoming  events.o
Links
:  Links  to  other  relevant  websites,  including  sites  of  alliedorganizations,  sites  of  organizations  with  similar  missions,  and  sites  thatoffer  relevant  information  either  about  your  beneficiaries  or  governmentpolicies.  A  links  page  will  also  direct  readers  to  online  newspaper  articles.o
Contact  Us
:  Gives  an  e-mail  address  or  the  physical  location  of  yourNGO,  so  that  individuals  who  have  questions  or  who  wish  to  make  adonation  can  contact  your  organization.   For  security  reasons,  you  maywish  to  invent  an  e-mail  address  that  does  not  include  the  name  of  anindividual.



When  designing  a  website,  NGOs  should  consider  the  audience  they  are  trying  toreach,  the  objectives  the  NGO  has  for  the  website,  and  the  amount  they  are  willingto  spend  on  developing  and  maintaining  the  website.
148
Also,  a  staff  member  shouldbe  assigned,  or  a  private  consultant  hired,  to  update  the  website  on  a  regular  basis,including  verifying  that  links  are  still  active  and  all  information  is  still  accurate.



•



Weblog



A  weblog,  more  commonly  known  as  a  blog,  is  a  much  simpler  format  for  sharinginformation  on  the  Internet  than  a  website.   Whereas  websites  require  a  certain  levelof  technical  expertise  or  financial  resources  in  order  to  hire  a  professional  to  designand  maintain  them,  basic  blog  templates  are  easily  available  online  and  require  onlya  minimum  level  of  technical  skill.   NGOs  can  use  blogs  as  a  forum  forcommentary.   Blogs  combine  text,  images,  and  links  to  relevant  websites  or  media.This  can  be  particularly  useful  for  advocacy  NGOs  that  engage  in  public  awareness
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campaigns.   One  advantage  to  blogs  is  that  they  are  available  to  the  general  public.Some  blogs  can  function  as  discussion  forums  that  give  readers  the  opportunity  topost  comments  about  the  content  of  the  blog.



•



E-Mail



Any  information  you  would  send  through  regular  mail  can  be  sent  throughelectronic  mail  (e-mail).   This  includes  invitations,  petitions,  requests  for  donations,informational  brochures,  newsletters,  and  other  publications.   Although  manypeople  do  not  have  e-mail,  more  are  gaining  access  to  the  Internet  every  day.   Onedrawback  to  e-mail  is  that  individuals  still  pay  more  attention  to  printed  materialsthan  to  electronic  documents.   However,  the  cost  of  publishing  is  often  prohibitiveand  e-mail  is  a  way of  quickly  and  inexpensively  disseminating  information  to  alarge  audience.   Collecting  e-mail  addresses  from  those  individuals  andorganizations  interested  in  your  NGO  will  allow  you  to  develop  a  permanentmailing  list  of  people  who  should  receive  information  about  your  activities  andevents.
149
Be  sure  to  include  a  link  to  your  NGO's  website  in  all  e-mailcorrespondence.



•



Advertising



If  you  are  advertising  for  an  event  or  simply  trying  to  promote  awareness  of  acertain  issue,  you  may  want  to  consider  using  the  Internet.   Consider  your  targetaudience  and  the  types  of  websites  its  members  frequent  if  they  have  access  to  theInternet.   Some  websites  have  special  banners  or  boxes  specially  allocated  foradvertising.   Others  may  be  willing  to  put  a  link  to  your  website  on  their  websitefree  of  charge.



After  identifying  your  audience  and  the  types  of  media  you  want  to  use,  create  a  mediaresource  inventory  of  all  media  sources  appropriate  for  your  audience.   This  will  requiresome  additional  research  into  the  staff  at  each  media  company.   For  each  media  source,  createa  profile  sheet  that  includes  the  names  and  positions  of  important  contacts,  addresses,  phonenumbers,  fax  numbers,  deadlines,  and  potential  opportunities.
150
Organizing  this  informationeffectively  will  facilitate  future  contact  with  each  media  source.



D.
Publicity  Strategy:  Contacting  Media  Professionals



After  developing  a  media  research  plan,  contact  the  media  professionals  you  identified  aspotentially  interested  in  your  organization’s  activities  and  mission.   You  should  first  contactthese  individuals  through  a  letter  of  introduction  that  includes  basic  information  about  yourorganization:  your  contact  information,  your  programs,  and  why  your  work  concerns  themedia  source’s  audience.



After  a  few  days,  follow  up  with  a  phone  call  to  reiterate  your  interest  in  working  with  themedia.
151
Always  respect  the  fact  that  media  professionals  are  exceedingly  busy  andconstantly  work  on  deadlines  so  they  may  not  be  able  to  hold  in-depth  conversations  withyou.   Thus,  when  calling,  be  ready  with  the  exact  information  you  want  to  share—do  notwaste  your  contact’s  time  with  unnecessary information.
152
Every  contact  you  have  with  amedia  professional  should  be  recorded  in  your  media  resource  inventory.   After  establishing  anetwork  of  media  connections,  you  will  need  to  develop  specific  skills  in  writing  press
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releases,  preparing  for  interviews,  and  writing  opinion  editorials,  otherwise  known  as  “op-eds.”



III.



PRESS  RELEASES



A  press  release,  also  referred  to  as  a  news  release,  is  a  document  your  organization  willprepare  about  a  specific  program,  development,  event,  or  issue.   It  will  answer  six  basicquestions:  who,  what,  where,  when,  why,  and  how.   Although  journalists  do  not  usuallypublish  press  releases,  they  may  do  so  if  they  are  pressed  for  time.   More  often,  they  willpublish  quotes  provided  by NGO  members  in  the  press  release.



The  top  of  the  page  should  be  clearly  marked  "Press  Release"  or  "News  Release"  and  shouldinclude  the  name  of  your  organization,  logo  (symbol  representing  your  organization),  andcontact  information.   Then,  list  the  date,  mark  the  document  "For  Immediate  Release,"  andinclude  an  attention-getting  headline.
153
The  first  paragraph  of  your  press  release  shouldanswer  the  questions  outlined  above.
154
The  second  paragraph  includes  basic  backgroundinformation  about  your  organization.   The  third  and  final  paragraph  can  include  a  call  toaction  or  some  information  about  future  developments.   Also,  incorporate  a  quote  bysomeone  who  is  involved  in  your  organization,  a  prominent  member  of  the  community,  or  abeneficiary.
155
It  is  a  good  idea  to  connect  the  subject  of  your  press  release  with  other  currentevents  in  order  to  make  it  relevant,  contemporary,  and  urgent.



The  press  release  should  be  one  page  long  and  written  in  short,  clear  sentences  that  containspecific  details  and  facts.   At  the  end  of  a  press  release,  write  "ENDS"  to  indicate  that  thepress  release  ends  on  that  page.
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IV.



INTERVIEWS



Personal  interviews  are  another  important  strategy  to  use  in  a  media  campaign.   Research,preparation,  and  practice  will  ensure  that  an  interview  is  a  success.
157
Because  of  the  publicnature  of  television  interviews,  be  mindful  of  the  security  issues  involved  in  making  youropinions  public.



A.   Research



The  more  research  you  do  for  an  interview,  the  better  prepared  you  will  be  for  any  questionsyou  may  be  asked.  There  are  several  key  questions  to  ask  in  the  research  stage:



•••••••



Who  is  the  interviewer?What  does  the  interviewer  want  from  the  interview?Who  is  the  interviewer’s  audience?What  is  the  interview  topic?How  long  will  the  interview  be?What  are  some  questions  other  interviews  have  posed  about  the  subject?What  are  some  questions  this  interviewer  has  posed  in  previous  interviews?
158



B.   Preparation



When  preparing  for  an  interview,  review  the  information  you  wish  to  present.
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1.          Review  your  core  message;2.          Develop  several  different  ways  to  describe  your  core  message  so  as  not  toseem  redundant;3.          Include  relevant  new  information;4.          Prepare  sound  bites  or  brief  quotable  sentences,  ideally  about  eight  seconds  ortwenty-five  words  long;
159
5.          Research  and  memorize  statistics,  facts,  and  examples  to  enhance  yourlegitimacy  and  support  your  case;  and
160
6.          Prepare  some  specific  examples  of  people  who  have  dealt  with  or  are  currentlydealing  with  the  issue  at  hand.



C.   Practice



The  more  you  practice  delivering  your  message,  the  more  comfortable  you  will  feel  duringthe  actual  interview.   Prepare  for  an  interview  by:



1.    Thinking  of  ten  tough  questions  on  sensitive  or  controversial  subjects  related  to  yourorganization  or  your  core  message;2.    Writing  down  your  answer  to  each  question  and  memorizing  what  you  want  to  say;3.    Practicing  with  a  colleague  multiple  times  and  encouraging  critical  and  positivefeedback;  and4.    If  possible,  videotaping  the  practice  interview  and  watching  yourself.   Notice  anydistracting  behavior—adjusting  your  jewelry,  slouching  in  your  seat,  or  playing  withyour  hair.



D.   During  the  Interview



During  the  interview,  keep  your  answers  short  and  straightforward  and  concentrate  on  yourcore  message.



1.    If  you  cannot  answer  a  question,  do  not  guess  or  speculate;2.    Never  get  sidetracked  into  unrelated  or  unimportant  subjects.   If  the  reporter  focuseson  issues  you  consider  irrelevant  to  your  message,  answer  as  briefly  as  you  can  andthen  point  out  information  of  greater  importance.  Take  the  initiative  and  draw  thejournalist’s  attention  to  some  issue  she  or  he  has  ignored;3.    Never  let  a  journalist  “put  words  in  your  mouth.”  If  he  or  she  starts  a  question  with“You  mean  to  say that…”  you  can  counter  with  “What  I  said  was…”
You
decidewhat  you  say publicly—not  the  journalist;  and4.    Support  statements  with  facts  and  third-party  evidence.
161



V.



OPINION  EDITORIAL  ("O
P
-E
D
")



In  addition  to  press  releases  and  interviews,  another  option  for  media  exposure  is  to  write  anopinion  editorial,  or  op-ed.   An  op-ed  is  an  article  published  in  a  newspaper  or  magazine  thatexpresses  your  personal  opinion.   An  op-ed  can  be  written  in  reaction  to  a  decision  by  thegovernment  or  an  organization.   It  may  also  proactively  identify  a  potential  problem  and  raiseawareness  in  order  to  prevent  it.   One  of  the  benefits  of  writing  an  op-ed  is  that  you  controlthe  content  of  the  article.   With  press  releases  and  interviews,  you  are  not  the  one  writing  the
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final  article  or  editing  the  final  segment.   Op-eds  are  generally  published  in  print  media.   Hereare  some  guidelines  to  writing  an  op-ed:



1.    When  writing  an  op-ed  you  should  have  one  clear  point.  You  should  be  able  tosummarize  this  point  in  one  sentence;2.    You  will  want  to  link  your  point  to  some  current  event  or  upcoming  anniversary  of  ahistoric  event  or  holiday.   It  will  be  easier  to  publish  an  op-ed  if  it  is  connected  tocurrent  events;3.    Grab  your  reader  with  your  opening:  the  op-ed  should  make  clear  what  the  op-ed  isgoing  to  be  about  in  the  first  two  sentences;4.    Outline  your  op-ed  paragraph  by paragraph.   Each  paragraph  should  support  anddevelop  your  main  point.   The  sequence  of  paragraphs  should  flow  logically  andclearly.   An  outline  ensures  that  your  op-ed  will  have  a  tight  structure,  which  in  turnwill  make  it  more  persuasive  and  easier  to  understand;5.    Tie  everything  together  with  your  conclusion:   Ideally  your  closing  should  bring  thereader  back  to  current  events,  connect  those  events  to  your  issue,  and  reiterate  themain  point;6.    Do  not  include  too  many  details  or  statistics.   Only  use  the  information  you  need  tosupport  your  main  point;  and7.    Make  all  sentences  as  straightforward  as  possible.  Use  simple  verb  tenses  and  confineyourself  to  the  least  number  of  words  necessary  to  make  your  point.
162



As  part  of  your  publicity  strategy,  identify  newspapers  that  will  most  likely  publish  your  op-ed.   Developing  good  working  relationships  with  the  editorial  staff  of  a  newspaper  is  crucialto  ensuring  that  your  articles  get  published.



VI.



CONCLUSION



The  media  can  be  a  significant  asset  to  an  NGO.   A  successful  media  outreach  campaignconsists  of  an  extensive  contact  network.   Always  remember  to  follow  up  with  mediaprofessionals  regarding  any  press  release  you  have  issued,  any  op-ed  you  have  submitted,  orany  issue  you  have  raised  with  them.   By  developing  a  media  outreach  plan,  you  will  be  ableto  draw  attention  to  the  issues  your  NGO  is  working  on.   Media,  when  used  effectivelythrough  planning  and  practice,  is  essential  to  getting  your  message  across  to  a  variety  ofaudiences.
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