
Module III

Understanding MDG 8
Module III of the course will allow the youth to develop and polish their own project idea and allow for youth involvement from their communities. The final assignment will be the final project report of the students and will assume that the students have studied all the material.
Project Management allows the planner to consider all the facts and loopholes that he/she may face during the actual implementation of the programme.
It will allow you as the project planner to design the objectives of the project and identify resource people that will help you in the implementation of the project and also design a systematic way for the working of the project. 

For this module you are also required to read Handout 3 provided.
For your project to achieve its aims, you need to understand and do the following:
1. Perform a coherent and comprehensive community assessment for the project objectives to be detailed.
2. The timeframe and the objectives should be achievable and realistic.

3. The TORs of the Project coordinator and other members of the project body should be clearly identified.
PROJECT OBJECTIVES

Project objectives need to be SMART. See below for how to work SMART objectives:

S STANDS FOR SPECIFIC
Specific objectives define the methodology of achieving the project goals. 
Example of Specific objective:
The HIV/AIDS project will produce two reports on the situation of HIV/AIDS and the Youth Participation in decision making and send copies to the local government bodies. 
The word ‘produce’ and ‘send copies’ convey exactly what will be done during the project.
All the stakeholders involved in the project must have agreement on what will be done.

M FOR MULTIPLE AND MEASURABLE
Measurable objectives help you recognize how far you have reached the objectives set and allows an assessment into the different milestones that you have set for the objectives. 
For example, if the returning rate of your survey is very low, you might want to reconsider increasing the promotion of the project or include benefits for inclusion in the project.
Example of measurable objective
The project will increase the turn-over of the surveys conducted to include a better community assessment.
A STANDS FOR ATTAINABLE OR ACHIEVABLE
The objectives of your project need to be attainable by your project body.  You cannot set targets which you cannot attain due to lack of control.
Example of Achievable objective
The project body will raise a one-day forum in collaboration with the religious leaders, on how to prevent the spread of HIV/AIDS using no preventive measures at all.

R STANDS FOR RESULTS-FOCUSED AND REALISTIC
The objectives of the project should be realistic and result-oriented.  Realistic objectives are those about which you feel confident enough and have definite results.
Example of Realistic objective

The project will work with local community to increase the awareness and will ensure that at least 60% of the families in the village will have adequate knowledge on HIV/AIDS and prevention.
T STANDS FOR TIME FRAME
For funding and support, you will always require to draw a timeline for the project actions and objectives. 

Example of Time frame objective
The project body will aim to draft the resolution for the inclusion of youth in the decision making by July 24.

PROJECT MANAGER
As the Project Manager, it is important that you define your roles and responsibilities and make sure that everyone knows his or her tasks to be performed. Your main role as the Project manager will be to coordinate and supervise the planning and the implementation of the project and to make sure that the objectives are being met. 
For the objectives to be met, it is important that effective communication is done with everyone through regular meetings and to revisit any objectives if needed.
It is important that you assign different tasks to other people within the project body and regularly monitor the people assigned. However, you have to be flexible to acknowledge that ground realities may be different and you have to adapt to the changing situation other than that decided.
The most important issue is of trust: Trust the members of the project body and allow an open meeting for any suggestions and ideas.
Managing Resources
1. Time: Planning for time is important to increase the chances of funding for the project. Donors would require you to complete a project by a particular deadline and would also require you to draw a Project Wall Chart showing the time, tasks, meeting times.
2. Money: As the Project Manager, you will be held accountable for the money with which to complete the project. As the leader, you should identify a person to manage the finances of the project. The methodology of handling the finances should be detailed to the donors and decided before, for example having a bank account and also managing the daily expenses of the project. All cash payments should be recorded in a cashbook while for the bank account, the accounts book must match with the bank account statement, so that you can make a financial statement to donors when requested by them or when project demands.
3. Managing people: As the Project Manager you should provide all the project members with the Terms of Reference, detailing their tasks and other important principles such as leaves and holidays etc. Similarly it is important to train them for a particular task, say conducting surveys etc. It is also important that the volunteers are given the Terms of Reference detailing the minimum number of hours required and other issues. It is important to reward people, so that they keep their interest alive, with certificates and similar means etc.
EVALUATION
It is important to evaluate the project and monitor it at every step to put it under essential assessment as to how far it has achieved its purposes. While monitoring would be done often, evaluation is done at some specific life stages of the project, such as mid-term, end-term and post-project. Evaluation may also be done by any project member or an external evaluator. The term ‘Impact Assessment’ is commonly used to define the evaluation process. Each project must aim to bring a certain change in the life of the people. The Community Assessment process allows you to undertake the aspect of a certain indicator. 

The table below gives examples of projects that manage and do not manage the impact:

	Elements
	Project That Manages for Impact 
	Project That Does Not Manage for Impact

	A focus on poverty
	The implementing partners, including primary stakeholders, collect data on impact and meet regularly to consider if impacts can be seen and whether they meet expectations
	The project leaves impact assessment to outside organisations and only focuses on monitoring the implementation of activities. 

	A learning environment
	Project and partner staff and primary stakeholders regularly and openly discuss progress and problems. Problems and mistakes are the basis for learning how to work better. People feel safe enough to share their ideas and observations with higher authorities and peers.
	Staff focus only on implementing activities, without asking if they are relevant to local poverty needs. Project/Partner organisation staff feel that their ideas and observations are not valued and do not speak up when they see things going wrong. Primary stakeholders are rarely asked their opinions.

	Effective operations
	Clear systems exist for tracking staff performance, equipment use, etc. People are clear about their responsibilities and deadlines, and the resources they need to do their work are available. The managers allocate sufficient budget and are building capacity where needed.
	People are often unclear about what they should be doing, when and where. Vehicles and other resources are poorly coordinated and often not available on time. Much time is wasted in inactivity. No efforts are made to fill capacity gaps.

	A supportive M&E system
	The project manager has quick and easy access to information about project progress. Staff and partners generate information about outcomes and impact achievements. Information about project progress is shared regularly with all stakeholders in a visually appropriate way. The walls of the project office show up-to-date information, graphs, time charts and pictures about project progress. Studies are undertaken to explain any emerging problems. Project reports make interesting reading, and tell both the good and bad and how improvements will be made.
	The project manager has quick and easy access to information about project progress. Staff and partners generate information about outcomes and impact achievements. Information about project progress is shared regularly with all stakeholders in a visually appropriate way. The walls of the project office show up-to-date information, graphs, time charts and pictures about project progress. Studies are undertaken to explain any emerging problems. Project reports make interesting reading, and tell both the good and bad and how improvements will be made. Few people know what the project has achieved to date. There is little evidence about whether all the activities of the project are leading anywhere. M&E is seen largely as an external reporting function. Project reports are uninteresting, are not analytical, and exaggerate successes while not mentioning problems. Little information is shared with project stakeholders


Purpose and Scope of Monitoring and Evaluation

The purpose and scope of the Monitoring and Evaluation must be clear when deciding the depth and the number of indicators to be analyzed. Monitoring for accountability purposes would be different than from that for learning purposes.

Example of Purpose Statement of Evaluation

The purpose of the end-term evaluation is to consider the effectiveness of the methodology used in this project and also to highlight the key successes and failures.

Involvement of Stakeholders
The Evaluation process must define the stakeholders that would be involved in the evaluation process. Stakeholders may be the participants who have been involved in various project activities, the project members themselves or the donors. The input from all these stakeholders is important to identify the achievement of the project goals.

Indicator Identification

For each of the objectives of the project, you must identify an indicator to measure the success of work on that particular objective.

See example below:
Objective: Increasing the awareness of HIV/AIDS among young people.
Indicator: The percentage of young people who have knowledge of HIV/AIDS
	Evidence required
	How often
	Obtained from

	The percentage of young people who have knowledge of HIV/AIDS
	START OF PROJECT
END OF PROJECT
	SURVEYS


EVALUATION TOOLS AND TECHNIQUES

As the Project Manager you will decide what techniques and tools to use for the evaluation. Evaluation may be done through surveys/ questionnaires or interviews.
You may use many techniques for evaluation to increase the accuracy of the results.
During the evaluation, you must account for time, people and money that were used during the project.
It is important to include timelines and schedules to give an overview of how the time was utilized and how much of it was wasted.
Similarly when evaluating for donors, it will be necessary to give all the monetary details, so that the donor understands the use of the funding.
Similarly for the people, you should give details of how efficiently the people were managed.

REPORTING AND COMMUNICATION
The evaluation report must be available to the following stakeholders:

1. Project participations
2. Donors
3. Beneficiaries
4. Libraries
5. Government Departments
Exercise 3
1. How do you plan to maintain control and define the roles of each person in the project? Including managing finances, people and time.
2. For your project idea, define a one month timeline including the major events, tasks and milestones.
3. Develop a Terms of Reference for the Treasurer and for a volunteer.
(For an example of the Terms of Reference search the internet)
4. Draw an evaluation plan for your project.












� http://www.ifad.org/evaluation/guide/2/2.htm
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