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Preface

This book is written for the PROJECT COMMITTEE and YOUR COMMUNITY.

It contains information to help you make your project successful.

|REMEMRBER THE
R.O. TELLING US

SOME THING ABOUT
THAT , WHAT WAS
IT EXACTLY::-:

It D> answers questions you
may have

D> sets out the procedures
you MUST"follow

B>  gives you advice and
suggestions

D> gives information you
will be told but which
you may need to remind
yourselves about later

Implementation of a project is
not easy. Many projects have
had problems. The way in
which other communities solved
their problems may help YOU.

What are these? This book will
tell you. '

M. P U. LusakA |
PROCEDURE | J
PROCEDURE 2 3
PRocepure 3 3
The Microprojects Unit has its own :2 OCEDURE L *
particular ways of doing things: ROCEDURE B :
“procedures”. You MUST follow these PROCEDYRE
proced .
procecures You MuST FoLlow THE Lo
What are these ? How should you PROCEPUQE& ACINSTRUCTED
follow them? g\é Z‘lil E-h)' OR NO MONEY caN

This book will tell you.
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Buildings cost huge sums of money.
You must build yours to last.

How can you make buildings that will

last?
This book will tell you.

What does that mean?

MY PARENTS

BUILT Ting

A successful project

achieves what it set out to do

within the agreed time

is built to a high standard

accounts fully for its expenditure

>
>
> within the agreed cost
>
>
>

makes the community proud of its achievement

Where does the money come from?

The money belongs to the
Government of Zambia. It has either
been given to the Government by
different donors like the European
Union or the money may be a LOAN
from the World Bank. - '

ALL loans have to be paid back. The
smaller the loan the better. Every
ngwee must be well spent FOR
7AMBIA. Not one ngwee must be
wasted.

The Microprojects Unit in Lusaka
will send your project funds.

Wt NEeD ALOAN) (O.k. BUT z.%qm

To HELP WITH ILL. HAVE
PROJECTS ALL | ‘\/f' é _‘\yma
OVER ZAMBIA I/
. 3
woRLh BANK (&
) -
B y ’//// v

: ] i

= .
SsERZ,

Many people will help you if you
ask them.

But when there is no-one around
to ask, read this book.

Good luck with your project!
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It is a REFERENCE BOOK in 2 volumes.

What information does it contain?
Volume I is about: 1  MPU procedures

2  Organisation of the project
3  Project implementation
4

Suggestions on how to do
things

Volume 2 is about: 1  Technical matters
Each stage of building

1  This book is mainly for the Project Committee.

The Supervisor and Foreman may find some
sections useful.

3  Anyone in the community can read it if he/sh
wants to.

- Keep it ALWAYS available FOR REFERENCE.

DO NOT try to read this book all in one go.

Select one topic at a time.

Finding your way about this Book

There are 2 sections which can help you find
information you want quickly.

1 The CONTENTS are at the beginning.
- They list the main topics in each chapter.

2  The INDEX tells you where to find all
references to a subject.

It is at the end of each volume.

It is in alphabetical order. For example: If you want
to find out about the Treasurer’s work Look up T in
the Index of Volume 1.
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J

Find Treasurer.
The entry looks like this: Treasurer

books 66

cashbook 67,68, 72 - 75
Financial Report 80 - 83
receipts 75 - 78

role 66

Look up all the pages listed to find out everything
about these aspects of the Treasurer’s work.

Symbols

The book uses some symbols. They ALWAYS mean
the same thing.

means The next piece of information or advice is
IMPORTANT. REMEMBER it.

¥ means On this page you must WRITE soniething
down; do an exercise; fill in a blank space.

means READ more about this subject on another
“page.

Illustrations

ZILINDI Primary School Improvement Project is an
imaginary project. It is used in the book to illustrate
what could - and often does - happen in real life.

The drawings do not represent real people - merely
job holders.

Some of the people are speaking. If you see a
“bubble” of speech like this the person is
supposed to be saying those words.

If you see a “bubble” like this <o, then the

person is supposed to be thinking the words to
himself.

The drawings are intended to make you think about
things - and then look in the text to find out more.

We hope that some of them will make you laugh too!

5
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The Main Players

The Main Players”“ v
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The People Involved in your Project
The People Involved with your Project
Their Roles
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Many people will provide advice and support to your project.

Compare everyone involved in your project with a football team and
the officials in the game.

A football team has 11 players. Each one has his own role
but they work together so that the team can be successful.

Think about the roles of the various players and compare
them with all the people involved in your project.

Compare

the Captain of the team with the Project Committee: .

The Captain

Their role is to

> lead e

s S
/‘" i ¥, T, ""'l////‘
/ /;:////7 V//ﬁ////;l///////l_/z’//

> organise /
YA

%7/, W [T Ay ““(/“

D>  encourage

everyone who is involved




The Main Players

Compare

the Forwards with the whole Community:

The Forwards

The Community

Their role is to

> do most of the work

% » vl
>  keep the project moving forward Wl Aiuie ”ﬁ”"#‘: Y -

AN P =
> be always in the forefront of the L N
action :
Compare

the Midfield players with the Supervisor and
Foreman, the Chief and Village Headman:

The Midfield The Sitipervisor and Foreman

WITHOUT OUR SUPPORT
THE TEAM WoulD RE IN
RIG TrouRLE

V\‘\ ! X m) =i

L Lon,

They are slightly in the background TN
Their role is to

> provide essential support to the Forwards

en

9
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Compare

the Defenders with officials from the BOMA or with NGOs:

Defenders The District officials or NGOs

\
./NO PROBLEM
'WE'RE HERE

> - give assistance quickly when the team is in trouble

Their role is to

Compare

the Goalie with the Regional Officer:
The Goalie

The Regional Officer

His role is to

D> provide the last line of defence

B>  help solve project problems
when all else has failed

ot WE NEED ..V,
D DR Yook TORN SOME HE-P [Dipgeron o Wos
HELP 7 o OUNC\. SECRETARY

i m,;.‘,'m‘,‘]i\m.ilh‘hd.;.ii‘.'
7] Q' & o
o 2 &) NoO

=aa 4

I,
A

0.3

Y

i

10
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Compare

the Referee with MPU in Lusaka: The Referee

>0 |
@ug@e@
N

'~ ——

[SHOULD HAVE

THERE'S No EXCUSE. READ THE RULES
Your PROTECT s
CANCELLED SORRN, IT
WAS A MICTAKE.
Tt ""“lﬂlﬂ\\' WE SHOULD HAVE
@ READ WE RULES, MPU in Lusaka
, GIEVS |
5\ |
- Their role is to
mlmﬁl.uMumnmuumnmmﬁnrﬂw > enforce the rules.
iiiiii;i?iiiiiil'iiiiiiiiiiiiLiiii‘x‘yiiiii‘iiiiiiiiiiiiiiiiiiiii’f?;iiiij?ii%’F' """"""""""""" If anyone does anything
i wrong, they are shown
the Yellow or Red card

Fans support you with their good wishes.

There are also opposition supporters who will try to
make you fail. They are the people who will threaten
witchcraft or cause trouble by bringing suspicion
where there is no need for it.

Be on your guard against them!

All the Community is involved. There is a prize
to win!

Your prize is a successful, completed project!

"
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Let us be quite sure who the main players in your
project are.

We shall talk about them all in this book.

LOCALLY

The Community
The Project Committee

The Supervisor, Foreman,
Chief, Headmen

AT THE DISTRICT BOMA

District officials

everyone who lives in the area and who will
benefit from the completed project

members of the community elected to lead the
project, plan the strategy, give instructions, and
keep the team together

people who can help you
> at the project

> within your community

> outside the community

Government Ministry officials:

The District Education Officer (DEO) is the first
contact for a school. His Buildings Officer has
technical knowledge and building experience.

The District Health Inspector (DHI) is ready to
help health centre projects.

He often has a Building Team too.
The District Council:

The Director of Works can help you with
technical expertise. He knows where to obtain
more specialist advice if required - e.g. for a
bridge or a borehole.

There may be NGOs (Non-Governmental

Organisations) in your area. Perhaps they
employ people with technical skills. Try to find
out in advance what skills and expertise they
could help you with.

Everyone wants your project to be a success.

The district’s reputation - and future funding -
depend on it. '

12
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e

DX

iN LUSAKA

The MPU Co-ordinator ~ is the final authority.

The MPU Unit is made up of several
sections, all doing vital jobs for your project.

< Head of Field Operations

He advises your Regional

NGO Offi bl
\\ \\ cer on problems

experienced by projects.

AT

Senior Technical Officer > RIAIT SIDE NLEVATION,

He is responsible for all the
building drawings and
Project Budgets.

Any technical problems you
have will be referred to him.

He checks all receipts and -
Financial Reports before
sending you more funds. ' -

13

< Justifications Officer - Y
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At Provincial Headquarters

The MPU Regional Officer -

You know the RO already. He is very
busy.

He has to visit many projects and so can
only visit regularly once every 3 months.

But if there are special problems he will
come more frequently.

The Regional Officer has 3 main roles:

1 Advisory

He will ‘
[> answer your questions

> advise you

> guide you

2 Monitoring
As official representative of MPU Lusaka in your province, he
monitors the following aspects of your project:

> Financial: that you are accounting correctly for
money and not misusing funds

> Technical: that the work is good quality and
value for money

> Community: that you provide your contribution to the
project and are following MPU
procedures

He takes immediate action if there are serious
problems or queries about your project management.

14
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3 Contractual
You have a contract with MPU.

The Regional Officer is the authority who can take
immediate decisions concerning the terms and
conditions of that contract.

Provincial Planning Unit

A representative of the Provincial Permanent
Secretary on behalf of the Government will
accompany the Regional Officer on his visits to
your project.

The Project’s Relationship with the Regional

Officer

You should

>  consult him

>  report to him ,

B>  refer your problems to him
> take instructions from him

In all matters relating to your project, contact
your Regional Officer.

“M B\
N ¥ Write his address and telephone number on the

Information sheet on page xi.

The Regional Officer’s main concern is to

HELP YOU ACHIEVE A SUCCESSFUL PROJECT

15
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-

v , your project

v - " MPU Lusaka sending the money

> There are many people who will help with your
project - if you ask.

> The Main Players are:

the Committee leading and organising the
project

the Community providing the labour ¥

the Supervisor ensuring the building is
good quality

District Officials giving advice and
assistance

Regional Officer monitoring progress
ensuring that you follow
MPU’s procedures
representing MPU’s
authority

PPU Representative representing the Provincial

Permanent Secrtary

checking your accounts
having final authority over

L

16
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MPU “Start-up” Documents
Some Definitions
Conditions of Funding
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Project Launch Workshop

Your Project Launch Workshop marked the start of
your project.

The workshop told the whole community what its
responsibilities are. It emphasised that this project
belongs to YOU.

Just before your Project Launch Workshop, you received from
Lusaka some essential documents for your project. CHECK that
you received everything that you need. You should have:

> a Letter of Approval
> a Financing Agreement

B> 2 copies of each building plan which your project will be
using

the Project Budget
> a Schedule of:

1) Materials

2) Labour

3) Transport

for each target

v

>  a Project Implementation Work Programme (Summary) for
the whole project

b> a Target Implementation Work Programme for each target
>  a Schedule of Administrative costs for the whole project.

Let’s look at some of these documents more closely.

Project Approval Letter

Your project was approved by a National Steering Committee. It
was convinced of 3 things:

> your project is worthwhile
> it can be completed in less than 1 year

> the cost is acceptable to Zambia.
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MPU sent
you a letter which gi .
approval. It looked like t}u:h gives official project

NCDP/101/2/3¢
NMhSﬁuManHA

he Project Chajrperson
731indi School, P-0 pox 450148

Nasamasa :
Dear Sir/Nadas 1
R
Ve are pleased to {nforn you that your project 2
”‘ M »
ery Project {SEP) vhrough 2 grant of

or funding under the social Recov

has been approved £
agreed targets:-

3 s the following

- Rehabilitation of L x3

classroon plock

- Constiuction of 1 x 2 C1lassroos plock
- COnstruction of 1 ED14 staff house

- COnstr\.\ction of 12 ViPs

_ pehabilitation of a ‘well

jon of £ urniture

provis

What informati
) ation d ..
give you? oes the beginning of the letter

1 Thisi
. ?.y our official Proj
write it on all your lettg::.t Number. You should

2 . .
'le;;: ullsg );oult'/I ;%cial Project Name. When
0 , use this n :
be the name of your bank :::f.urflt: should also

Writ i

N t;) Z:lzl c;f}flicl;l Project Name and Project
e Proi .

paumge e roject Information Sheet on

3 “a
2 ir:ﬁyo; g&i’l..kwacha...” is the total amount
S / ch MPU will contribute t
ur project. © towards

4 “agr eed targetS” are .
i the different
e e
. nity and th :
Field Appraisal. e Regional Officer at the

19
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MPU will always refer to each different part of your
project as a “target”.
% Look at your own Approval Letter
Do you agree that these are the targets which were
decided upon at your Field Appraisal?
Tick the correct answer

Yes D No D

See Pages 24-25 for more information about MPU’s
rules on Targets.

The rest of the letter is about the Financing
Agreement and the 5 conditions which you must
meet before you receive MPU money.

ALL members of the Project Committee must read
the Agreement, not just the Secretary and/or the
Chairman.

ELB
\Jﬁ,%{ ST TND
D wic

h )
s

“ 0
L @
= =
X 2
[ £ 7/
7 LET ME mAM
WE'RE ALL IN WE MUST ALL

MG ToGETH
TWllso \'muz% i i
i ) ‘

5§ NO money will be sent from Lusaka until the
project meets 5 conditions.

20
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B,

/‘_—;e will no disbursements of funds unti

1)

2)

3)

4)

5)

The go)ect
Comnittee pust be aware

and the conditions outlined in it. The
project may be cancelled. i

i

iact coamittee wust carefully read the B i
that if any of these conditions are violated the

1 the following

—

The
conditions are met:

1.

W is beld at the project site. On receipt of this
letter the Project Comittee aust contact the Regional Officer to make arrangements. The Project
ust be attended by all menbers of the comittee and those sembers of the

community «ho are expected to contrilute to the project. 111 aspects of project inplementation
will be explained in detail at the Proj - including technical issues,

conmunity contribution and financial managesent.
the community vith a Chairsan, a Secretary and

i must be elected by
using the form on

A .
a Treasurer. The naves of the committee’s meabers pust be sent to this oftice,
p10.
M wust be
banksinyouram.'me bankwcmtmstbecaned i -
s As soon as the account is , use the forn provided on p. 10 to indicate
mm«mm,mm.wmmmitsloutionandthemesofthe
signatories, including signing arrangesent.

opened with one of the local consercial

Both copies of the nmg_;ng_mﬂl; attached hereto should be signed by all
parties to the agreenent, after the Project Launch workshop, One COPY should be kept by you and
one should be sent back to this office.

n wg_mm_m ig enclosed which forms part of the pinancing Agreement. Please 100k
carefully at the detailed budgets also enclosed as they represent what the SRP bas agreed to

finance and shat the community andfor pistrict have aqreed to provide for the project.

A minimus of the paterials or cash equivalent of the Community contribution is

found on the project site.

Conditions

Project La
)j unch Workshop - By the time you start to read

this book, you will prob
Workshop, probably have had your Project Launch

Project ]

o Jec;tltl S;lzzzz?ee - ?ead Pages 41-44 for information on
people you need on your Commi

> what they will have to do. e

Separate Current B
. ank A
details about the bank accouOanount Read Chapter 6 for

Financing Agree
: ment - Remember to se
copy of the signed Financing Agreement t: itggiao e

Community Contribution -
Read Pages 30-33 for details
about the Community
Contribution.

Write on.Page x the date of

your Project Launch Workshop

and fqlso the date when the

getalls’ tof your bank account and
ommittee members w

to Lusaka. ere sent
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Financing Agreement

The Fi .
e Financing Agreement contains very

im i i
portant pieces of information:

MPU COR'I‘RIBUTION H
ZX

==

The Leci

e @ lleW

1.
usois, Secial pacovery

PR

-tvco'oi

>

Obhgatlons and
contributions of
sveryone who is
signing the Agreement

This rinancing
Profect,

3 The third paymest, remanting

<1 Contract
between MPU
and the project

7K 30,484,712
7,621,178
zx 38,105,890

e;en:ummmwummico:

agre
mmmmﬂm

2os bown Mld uuhm'w.;m.

u-ﬂnmam'm-.mm

l!ﬂlﬂﬂl’lﬂ'
hcud-otﬁc'ul“

muu(ic‘miume
and Treasarer.
mm)ctwmn-mdaaﬂ!ll umwm
in the project acsa. nhmtnthgnm t,hmmmht‘mupoj‘d.
finoncs. mdﬂnwgmlhnwm.mmsipmuulmsmdm
iuitmmmin-,Wumwm.mnh-lﬁininb:
wdum#mumdq‘ﬂ-. .I-lhh—inin-
mmummmmwwunummwtmmiﬁnmm
tors (p.mq'uwmtumumm.
mmwmzmmmmmmumwmwmm
AT, mt,tmuﬂlmmmmmiﬁdmh,dnmm‘hnd
‘Teqiosal Officee.
of the vork !i!wd

by the
ltmmydmitwmﬂuﬁutmmmm
i u-dmmmimmie-uammwm
saactioned by e i .

_“mm:-
the first payeeek, w» o

oaoe the bwve
oetzidution, is .
tbe Secial Jecevery yusd bes Teceived Justification
payseat will be for @

mwﬁwzhﬂdym
!ubgmﬂmﬂolmdm!mtuwﬁu.mwd
ot mummmxun-.

additional
ing 20% of the ¥ contributim, ¥
bees

conditions bave been met; e total SF
eat o the project bask

ultplnmot’.numdmntw jed.

umtuumuwmmmwummmu-mumm

besn justitied. The project i-mmdmlmmymxmnmm
mwianmmwa-im.mwwummuw

e
asd a coapietion certiticats issued.
expenditures is coastituted by~
Y welpct pinascial stasdard W formt. mn-hwup and
lmiwutmmmdupdim. \epe 3 contractor is lwolved
oant osttificates peepared cither B 3
et Nansgueest

A MPU’s funding conditions

ln
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The Project Begins

Look at your copy of the
Financing Agreement.

The Agreement itself is a
legal document. It is

THIS 15

very
SERIOYS

y 7/
1] %’{ :

‘ V’
written in legal language 7 R _—
- the kind used by ’{{,b?“g o L \=— /, /
lawyers and courts. / <\ ’
Your signatures on this ol ( Y ’
document are therefore Y ,, q« g 7

very serious. o 'l"

'z'ﬁ i

2 ==

SRR ‘ A

% Read Section 2, No 1 very carefully.

Is the Community Contribution listed the same as
you agreed at the Field Appraisal?

O
2 Tick your answer Yes D No D

Section 3 lists the conditions for funding.
Financial procedures are explained in Chapter 7
Legal implications are discussed in Chapter 16

Has everyone on the Committee read the Financing
Agreement?

Tick your answer Yes D No D

Does everyone on the Committee understand the
seriousness of the agreement made with MPU?

Tick your answer Yes D No D

Does everyone understand the consequences of
accepting this money?

Tick your answer Yes D No D

Does everyone understand what could happen if
there were any problems caused by individuals?

Tick your answer Yes D No D

If you have answered NO to any of these
questions, discuss with your Regional Officer.
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Each different part of your project has been called a
target. So if, for example, your project is

to build 1) a Rural Health Centre,

2) 3 staff houses,
3) 8 VIPs

and sink 4) one well,

then you have 4 targets to
achieve.

Check your project targets.

WE AGREED T
AR ETRE:
MONEN '8 For . THE
WE _“E-AN'T CHANGE

They are listed in the first
paragraph of your Letter of
Approval.

qﬂ////,,

Rules Governing Targets

You may NOT INCREASE the number of targets
you are trying to achieve.

Any other change to your targets must be approved
by the MPU.

The funding approved for your project is for your
agreed targets, not others which you think may be
better - either now or later.

/ WE 'ng womcnmnmo oF <ourst . '

233&'%; &A{: ‘T Do lg M Gur\l)i;lou'u

G sTiC

g‘ ‘375*% E ﬁ:cs'&e uu‘ralE
W \

ox?'? ovfs o OTHER Houce

T Houses P € NEXT TEAR.
\ £ N
“”’« W, = W

= NW!"I'

,-0/’03-.‘

Reduction of Targets

If you think that the
quantity of work is too
great for your community
or that you cannot
complete these targets in
the time given, discuss
reducing your targets with
your Regional Officer.

You can do this at any
time.Your Regional Officer
will be happy to know that
you are being realistic. He
can help you to choose
which target or targets to
leave out.

You may be able to
attempt them later.
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The Project Begins

Action Necessary if a Target Does Need to be
Changed

What should you do if you do feel that a target needs
to be changed?

For example: if you aig several holes for a well but
don’t find water in any of them and the local Water
Engineer has advised you to sink a borehole.

You MUST follow these steps:

1 suspend work on that target.

2 contact the Regional Officer and discuss the
problem with him. Ask him if it is possible to
change the target, in this case from a well to a
borehole.

He will refer the case to Lusaka and a
decision will be given to you later.

You MUST NOT

> engage a contractor to sink a borehole for you.

You have only enough money funded for a
well, not for a borehole.

Now complete as many as possible of the questions
on Pages x and xi.

This is an exercise for the whole Committee at one
of its meetings. Everyone should know this
information.

Make sure that it is NOT filled in by just one person
as he/she reads the book.
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>
>
>

>

VvV Vv VvV V

*  MPU should have sent you:
>

Approval Letter
Financing Agreement
Building Plans
Project Budget

*  You must satisfy 5 conditions before any
money will be sent:

hold a Project Launch Workshop
elect a Project Committee

open a new bank account

sign the Financing Agreement

provide the materials pledged as
community contribution

*  The Financing Agreement is a legal
document. If you break the conditions you
could be taken to court.

* Do not alter any of your targets without the
written agreement of your Regional Officer
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The Project and the Community

The Project and
the Community

‘\7 lo
R Y
Ml.’_m W [oZ

e
M ;. l‘/’,,
v/

1

Il

INA /s ///l:
P
A A=A
=
1 CACH . t

| I

The Community’s Responsibilities
The Community’s Contributions
Suggestions for Fund Raising
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You have done well to _ _ _
have your project \ \ \ { r . -
approved. WE'LL ALL WORK ToGETHER , //

“\\ JES, WE CAN DoT,
We'LL HAVEA BEAUTIFUL School.,

AND WE'LL Look AFTER \T
OURSELUES TS TIME

Many applications are é
rejected because MPU 3 >
does not think the ;‘6, Wo

community is fully %/
committed to the project.

Now the real work
begins.
Prove to everyone that

your commitment is
strong.

There will be only one / g‘HEH&ER WE
: R ¥'! ONLN HAVE ONE

chance to do this. If your BE G-IN S . CHA

project fails, it will

receive no more funds.

Get it right from the

start!

What do your Community Responsibilities involve?

Discuss this amongst yourselves before you read on.

\ o\

Make your own list here.

How many points did you have on your list?...............
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The Project and the Community

This is a community project because you are
responsible for it yourselves.

You Are Responsible for
1  the work your skilled labour does

> whether it is good or bad
> the speed at which the work is done
> getting the work finished

2  improving conditions in your community

That’s why you applied for this project. Now
everyone is waiting for those improved facilities
to become a reality.

3  maintaining the team work

> bringing the whole community closer
together - like it was in the village

You have Responsibilities to S?rﬁé_'f_r \
4  other projects in your area UNTIL

MPU is only able to fund a {:mE
few projects in each district !ng-l
at one time.

Other projects are queuing w}‘f_?’é(’
up, waiting for you to finish v A\ g %
your project! (

If you are slow, Snk s

you delay others. H

Do not keep them = 7

waiting too long! "/ N\

e i
Future Responsibilities ) = Tl

.
l/ /

S S6ONASWE
FINISH.TE Y CAN
STARY

ZIiLINDY

SChce L
1RO

SHhi
@) M

NN

\ —.

Your responsibility does not end when the last brick is laid or the

last nail is hammered in.

This is YOUR project and you will enjoy its facilities.

You must maintain and repair it.

You will Continue to be Responsible for
> what you have built
> how it looks

> how well everyone looks after it
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The community has to contribute one quarter (25%)
of the total cost of the entire project.

Look at your Financing Agreement again.

How much is your Local Community contribution?

Write the figure here Ao
How much is the Total Budget?
Write the figure here B

A +B X 100 = the percentage of the total project
which is being contributed by the
community.

This percentage should normally be at least 25%
It may be more. It should not be less.

MPU knows that you cannot find this money in
cash. Therefore it gives a cash value to your
contributions in other forms until the 25% is
reached.

Examples of Community Contribution

There are many different ways in which you
can contribute:

- Work you have already done on a building
which will be completed as a project target

Collect sand and bring to the site

Collect stones and bring to the site

Make bricks a

g
Make blocks ,,M;
Provide transport for local J 7 "—/ e,
materials ) _— L Z
Offload deliveries of ; ’”W @‘ﬁ%*
materials from trucks é,%@/a C
Clear the site i T SErom

Dig foundations
Dig the pits for latrines and wells
Provide labour for unskilled jobs

All these activities can be given a Kwacha value.

30
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The Project and the Community

Cash Contributions - Administrative Costs

The administrative costs of the project are also part
of the community contribution.

They are probably the hardest part because they
involve cash payments.

What kinds of administrative activities have to.be
paid for?

Stamps for letters
Envelopes

Purchase of forms - e.g. from the District
Council

Photocopies of receipts/ documents where the
originals have to be sent to Lusaka

Notebooks and pens
Receipt book
Bus fares to go to the bank
to see the Regional Officer
to buy materials
to arrange transportation of materials
Telegrams/phone calls for emergencies

Transport money for committee members to do
project business

Accommodation money for committee members
in town

(If they are carrying project cash, they
should have a secure place to spend the
night)

Miscellaneous items which the committee feels
are necessary depending on circumstances

e.g. padlocks

calculator
cashbox
briefcase
- i ?
< R Can you think of any others?
. Write them here
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MPU estimates the cost of administrative expenses.
It is in your Project Budget. Your community must
be prepared to collect this amount of money.

Discuss the need for this money with the whole
community at the beginning of your project. Share
this problem with them.

Ask them for suggestions how you can raise this
money and put it into your own project bank
account.

If you have agreed that one of your contributions
will be a quantity of materials then you must
provide the agreed number of those materials and

NOT any alternative.
% Read and think about what happened to Andianno

School Project:
Andianno Primary School was to money for 1000. They could only
build a new classroom block. buy 666.
The community using Andianno BUT this particular contribution to
school was mainly employed people the project was agreed in blocks
in a big town. not in cash.
They agreed with the Regional The Regional Officer told the
Officer that the community Andianno Project Committee that
contribution would include 1000 they MUST find the additional 334
blocks. blocks.
They didn’t want to make the REMEMBER: Inflation
blocks themselves so they decided can badly affect your
to give cash to buy ready-made calculations if you do not
blocks. act promptly.
At K500 per block the community Always try to spend your
needed to raise K500,000. Each funds quickly.
family had to contribute K1000.
But the contributions were slow ANDIANNO Lo
coming in. The blocks were not BLOCK MAKING Co..
bought for several months. CONCRETE Rioges
After 6 months the K500,000 was
finally ready. The Treasurer and
Chairman went to buy the blocks -
only to find that they cost K750
each. So they didn’t have enough
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The Project and the Community

What will your total contribution be? Write it here:
Materials - - oo

Cash K e
TOTAL VALUE K ______ .

Have you collected the cash you need?

- How do you intend to raise this money?
y, Write down here the ways you are using or intend to
use and the amount you expect to raise by each

method.
ACTION K
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Have you thought about fund raising?

> Is there anyone in your area (an individual or

an organisation) who needs bricks or blocks?
Make and sell them.

Could you have an open day?
Could you hold a fee-paying social event?

Could you hold a fashion competition?

Vv VvV

When you are transporting materials to your
project, can you charge for lifts and keep the
money for the project?

\Y

Does anyone in your area need transport for
materials? If you have space on your truck
transport his goods for a fee.

>  Will every household
pay a levy? Ask the
Chief to instruct the
community to pay.
Ask the Headmen to
collect it.
> If the community is / ‘ // : A
poor, can you collect a Vf»./;y///,p it
levy in kind e.g. one bamm o Slid |
tin of groundnuts,
beans, maize etc
which you then sell
for cash?

[ MEDICAL CENTRE |

2 _
el
uff
Nl L

> If your project provides a
service to the community -
e.g. a Health Centre - and
customers already pay a
charge, could the charge be
increased by a small
amount for the project?

> Can you charge for small
services - e.g. if members of
the community use your Post
Box, can you charge a small
fee for every letter received?

M 1% .
el ,” 117/’,;” |

1
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The Project and the Communitj'

Labour contribution is difficult to sustain over many
months.

People get tired of coming to work for no pay. They
forget that the value of their labour is part of the
community’s contribution.

DO NOT LET THEM FORGET.
One of the Committee’s jobs is to keep telling them

> how they have contributed
> how much they have contributed.

The quicker the project is completed, the easier
it is to keep people working for it.

Discuss the self-help labour contribution fully in a
general meeting. Consider the following questions:

: How many people ~ H—INDHS’G‘K,
will benefit? .. _ J—p
~ Will people from far-off FARIT /5 700 FAR. LETS

villages come to work? GO FISHING
Will they arrive late?

Will there be
resentment from people
near t'.e project who feel
they do the most work?
Are employed people
prepared to do self-help
labour?

i

/
!l
Will there be fines? = _ —I| [/~
Will the Chief give punishments?

Will the project accept contributions in kind?

Encouragement

Make sure that you encourage your
Community. Praise their efforts.

Everyone works better when they are
appreciated!
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MPU WILL NOT SEND THE FIRST ALLOCATION
OF FUNDS UNTIL THE REGIONAL OFFICER IS
SATISFIED THAT THE MATERIALS WHICH THE
COMMUNITY HAS AGREED TO CONTRIBUTE

ARE ON SITE.

1  Have you already provided your contribution of
materials?

2  Are they on the site?

3 ARE YOU READY FOR YOUR I'IRST

FUNDING?

The COMMUNITY is responsible for this
project, for:

>  ensuring the quality is good
D>  completing it quickly so that other projects
in the District can start

>  maintaining the project in the future

The COMMUNITY must supply 25% of the cost
of the project:

>  in materials
> in labour
> in Kwacha

Keep in mind how inflation can affect your
contribution.

Administrative costs must be paid by the
COMMUNITY in Kwacha.

PLAN in advance how to raise this money!
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Organisation

Organisation

The Project Committee

Roles and Responsibilities of Committee
Members

How to Keep the Community Informed
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Project Committee

A football team works together. It has a Captain. He
is indispensable for organising everybody.

That is the role the Committee plays.

Your project needs people who can

> lead it

> organise the labour

> look after the money /
D> inspire the community

> purchase the materials

> solve problems

THE PROJECT COMMITTEE

Principles

1  The Project Committee must be a new
committee. It should not be the PTA committee

or the Health Advisory
commitee.

It should be a separate
committee because

the Project Committee
must not be distracted by
the goals of another
committee

For example, the priority of a
PTA committee might be to
get new books for the pupils,
or a Health Committee may
desperately need more drugs.

Although these are important needs, they cannot be allowed to
interfere with your MPU project.

2  The Project Committee must be elected openly and
democratically by the entire community.

3  The Project Committee should last the duration of the.project
without re-election of officers.

4 'The people on the Project Committee must be people
respected and trusted by the community.
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Organisation

IF the committee is
democratically elected,
the community will trust

it.

IF the community wants
the project targets,
people will work
willingly for the project
and pay the cash

required

IF the committee
explains its decisions,
people will be less

suspicious.

Different Interest Groups

Every section of the community with an interest in
the project should be represented on the Project
Committee. If you do not do this 2 things will
happen.

1) The section of the community not represented
will think the committee is not acting for them.
They will not participate fully in the project.

2) The committee will not learn of the needs and
concerns of that section of the community. This
will cause problems and disputes later.

Think carefully about the people who should be on
the committee. For example, are you putting in a
water supply system? Who could benefit from it? - a
school, a clinic, farmers, villagers, men and women.
Each of these should have a representative on the
Project Committee.
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. The Committee

Men and Women, Equal Partners in your Project

Both men and women will help build and then use the
facilities of your project. They should have an equal
share in the decisions that will make your project a
success.

Have both men and women on your committee.

Make sure both men and women attend all the public
meetings you hold. Encourage both men and women to
make suggestions and listen to both equally.

Remember, this project is for EVERYONE!

Nature of the Relationship

The relationship between the Committee and the
community must be 2-way. It requires trust and
openness.

The Committee should

B> consult with the community wherever possible

> inform the community about progress and
problems

D> listen to the community about complaints and
problems

The Committee should NOT just tell the
community what to do and when to do it.

The Committee and the Community should
work fogether.

Collective responsibility

Collective responsibility means that EVERYONE is
responsible for the success of the project. If
something goes wrong, it is EVERYONE’S
responsibility to put it right.

If you run your project democratically, this will
happen naturally.

Keep the community well informed so that, if
something goes wrong, no-one can say

“I was not consulted. It was not my fault”

EVERYONE is responsible.

40
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Organisation

The Project Committee MUST include the following
officers:

> the Chairman and deputy Chairman

> the Secretary
> the Treasurer and deputy Treasurer

The Project Committee SHOULD include additional
ordinary members, making about 10 people
altogether.

This gives you the chance to elect people with many
different skills and abilities.

The 3 officers are key members:

THE CHAIRMAN (and his deputy)

His role is to

> encourage the community to give the local
contribution

> maintain their enthusiasm for the project when
things get hard

[ZIVINDY
1 SCHOOL

// Z / /// PROTECT

U :'A%maé/} mu / @ w///'///
=\ v'e

A~V AMae

—_— \\\.\~

==

Therefore he should =% éﬂ”m” ’
i
> be a member of the community my _., i

be active in the community

have organisational ability

v vV

be well respected locally
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THE TREASURER (and his deputy)

His role is to

> be responsible for project finances

Therefore he must

> be honest and trusted
by the community.

> be able to read and
write.

> have some experience in
book-keeping
or

D> be good with figures and .

I> trained to keep the
project books

—_— ———
) "; x>
-3 —ye
s
A o8 £y ) 3 g 7
"0’ [ 31/07 .
. oL / =0 g7 /
722l vwnggf'o
hy 0L/

THE SECRETARY

His role is to

> keep the project records
> do the administration

D> keep the project running smoothly by doing
many time-consuming jobs.

A .' Thereforé he must be
), g |
/////// ///////////%///%//////f g > literate
/ // ///% > educated ;
i Quite often school
projects elect the |
Headmaster and health
projects elect their
Clinical Officer to be
Project Secretary




Organisation

Think carefully about
> the tasks you will have to do

> the people who could organise them

> the money and the materials involved

> who can best involve the whole community

Here are some suggestions of things to look for:

1  Someone with technical
knowledge.

He or she would

>  help monitor the
construction for
quality and proper
use of materials

LPHAN " ZILINDI SCHeoT Juf

>  be involved in work
planning
> go on purchasing trips I i,‘ /// »

to ensure that the
correct items or J A’I/// 7//,,

suitable alternatives g , [~
are bought ’, g ’ ‘umnmm.mmnm y, g

il
(@ (2“ %‘E /?///

2 Workers like teachers or
nurses.

If they work at the project they know a lot
about it and want the project to succeed.

3  Women on the
committee represent
women in the
community. Their

participation is
essential because
they will provide

15 ASKING THE WomeN

76 START 70D EARLY. much of the unskilled

WHAT AB0UT FEEDING labour, like carrying

THE CHILOREN?

sand, stones, water, etc.
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Your Committc

~ What to Do if You

Perhaps suitable people have been omitted from
your committee.

Perhaps they were away on the day of election.

Perhaps they did not apply because they felt

unsuitable.
Perhaps they didn’t fully understand what was
needed.
It is not too late to change! Call another general
meeting.
Explain:
%C'.:_“};gﬁ‘ U > the project’s needs
PROTECT >  what kind of
Foe Hoohonas G pecyle are
> the skills
necessary

> the experience
required

Then let the community
elect additional members
or even a new Project
Committee, if necessary.
Get the Committee’s

/ composition right before
the work starts.

It is not necessary for the Chief, village Headmen
and respected leaders in the community to be on the
committee.

But it is essential that they

> are involved

> support the project

> use their influence to help settle disputes,
organise the community and collect the
community contribution.

44



Organisation

Do not let influential personalities take over your
project. If one committee member tries to force his
opinions on others, you can remove him from the
committee.

If it is someone from outside the community, tell
your Regional Officer what is happening.

In democratic Zambia under the 3rd Republic, your
project does not depend on political influence.

Your MPU funds depend on YOUR commitment and
how well YOU implement your project.

Do not let anyone persuade you of anything else.

Orgamsm

A committee of 10 people gives enough people to share the
responsibilities and workload.

Too MAA/Y///
Too few committee \
members \
> each one would have &2 A{ // ¢ // ,i~
too much work to be 4 = A\ A X 1@ '
able to do it 7 /ILE?ELZW é
effectively. » ) ok ‘/ 'W 7 6&;,*;9 (;»
Too many committee SN 5 i ""3 — J// '/,
members {’@////, /{ “‘%“ //7/,#

> can easily lead to — — S
arguments and /,,/ I = ' i p—
indecision. w"/// 'f"/r /// / / // ”//

H'.'?"‘ 9,,,‘:". ,/ A

.04 / plE
Allocating Tasks 7/ // 7 i ‘/:'.-5-5-.—‘.-:,"04

L Y == =

EVERY committee al i % []:M

member should G‘; ==

0\
« ¢

7

LIS

i lllll-"" OW.

LA e

il Gl

> have specific responsibilities
> have specific tasks and targets each month

> report regularly on his/her activities
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o

Tasks can be allocated to a single committee member or you can
form sub-committees of 2-3 people.

Examples of Committee Tasks
Here are some examples of the tasks and responsibilities you

could allocate:
Stores

Maintenance

Security

Public Relations

Technical

Purchasing

- Labour

Contribution

Keeping records of all materials and tools
purchased and used. See Chapter 13

Form Maintenance committees early in the
project.

Protection of the project during and after
construction, especially in urban areas.

Set up Neighbourhood Watch schemes and/or
employ guards.

Estimate costs and propose fund raising.

Reporting to the community on physical and
financial progress, tasks planned for the coming
month, what the community needs to do.

Answering questions.
Solving problems.

Liaison with the Supervisor on progress,
problems, and planning.

Procurement of all materials.

Assessment of self-help required at each stage.

Drawing up a schedule of work for each
village.

Ensuring that people come for work.
Identifying leaders for each self-help gang.

Encouraging competitioh between villages.
Ensuring morale is kept high.

Ensuring community’s cash contribution is met.
Identifying where it is not.

Reporting to the committee on progress.
Making‘ suggestions for disciplinary action.




Organisation

Advantag

People should think hard before joining the Committee.
There are advantages and disadvantages: '

Advantages: There is the satisfaction of seeing your efforts
result in a long term benefit to the community.

You will learn many new skills:
*  book-keeping,

*  organising large numbers of people and
money, problem solving,

*  liaising with District and Provincial staff and
donors,

*  technical knowledge, stores management and
maintenance procedures.

Disadvantages: It will involve a lot of hard work for at least a
year.

It will take a lot of time.
There is no pay.

You may have to use your own money on
project business.

It will be a great deal of responsibility.

When there are problems, the community will
probably blame the committee, regardless of the

cause of the trouble.

There will probably be
suspicion about money.

The committee may
be unpopular because
of the work they ask
the community to do.

178 YOUR #AyL7/
YOURE [N CHARGE
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Everyone on the Committee should know what each
member is doing.

Schedule regular committee meetings :

> at least once per month

B> twice a month if building is progressing
rapidly

Call extra meetings:

B> when you receive allocations of money

D>  whenever there is a problem of any kind so that
it can be discussed by the entire committee

The Secretary should meet Committee members a
few days before a regular meeting and find out if
they wish to add any special topic to the Agenda.

Agenda Minutes
The Agenda should include: >  Keep good Minutes of all
> The Treasurer’s Report. meetings:

> Have one book for Minutes of

> The Supervisor’s report. Project Committee meetings.

>  Brief report from each

committee member. >  Record who was present.

>  Project progress. B> Sign and date the Minutes.
>  Discussion and agreement If there is a dispute later in the project
on Who does What next. you can often find the.answer in the
Minutes.

*u—r\‘r
[ Wonnee ' .l
“s'A‘if“ AR Re) I Uireaware

COMMITTI
MEETING

T M
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the Community Informed

The community will trust the committee if they are
kept informed.

Keep the community informed about:
> physical progress

money received

money spent

materials bought

problems with skilled/community labour

vv Vv VvV

‘who has visited the project and what they
said

\Y

any current problems

There are many ways to do this:
Meetings with other Committees

Discuss the Minutes of the last Project Committee
meeting with other committees such as the PTA or
Health Advisory Committees.

Public Meetings
Do not be afraid to call general meetings.

You are unlikely to be criticised for too much
information. You will certainly be criticised if people
feel they have too little!

Call public meetings as often as possible to discuss
all major issues, especially when:

> you are about to start a new building
>  you have just finished a building

> cash contributions have to be collected
(explain why they are necessary)

>  you receive an allocation of funds from Lusaka
(explain what the money will be spent on).

Listen to the community at the same time.

What to Bring to Meetings
Be prepared at all public meetings or reporting
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sessions with another committee.

Be open about everything you have done and let
people see whatever documents they want.

Bring and show:

the financial reports

bank statements

lists of materials purchased
stores records
minutes of Project Committee meetings

correspondence between MPU and the project

V VVVVVYV

both physical and financial progress reports.

THE COMMITTEE IS ELECTED BY AND
REPRESENTS THE COMMUNITY. THERE
SHOULD BE NO SECRETS! \

Information Flows

There are other ways of letting the community know
what is happening.

You can :

> give the Chief a regular verbal report of
progress

> have announcements
read out in Qhurch

> pin up reports of

progress at places ;gvr'-; ?Ag our (
where people gather 5 GEFTI Noﬂg;ECT /

> on a notice board
in the village

> on a tree
> at the Post Office

B>  have certain days at the g ' hle——
building site when the ‘ : !
whole committee comes
along to answer ,
questions SIS ' o

\ \\;“\% ,-,-,.'.".":v;"i\
/
/ =

P! |

> have a small newsletter
about the project

Gy

.
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Liaison with Scattered Communities

If your community is scattered over a wide area,
have one committee member responsible for each
village or community section.

Call a monthly information meeting with each
section: report on all aspects of the project and
discuss solutions to any problems.

There are up to 60 other communities doing MPU projects
in your Province at the moment. There are many
completed projects too. Ask your Regional Officer or your
District officials where to find them.

Go and talk to them. Take at least the key members of
your committee and your technical people.

Look at the quality of building. Read Volume II, Chapter 2
for a list of things to look for when inspecting buildings.

Ask the other project about their experiences. You could
ask them things like:

How they organised their community labour
Eow they dealt with skilled labour

How they kept their records

How they kept their accounts

How they organised transport

What parts of their building they found difficult or
had problems with

v v vV vV VvV ¥V

\Y%

What caused delays in their project

v

What problems they had and how they solved
them

Think about how you can

> stop the same problems occurring at your project or

> run your project better than those you have spoken
to.

Remember that some of the rules and procedures will
have changed since these other projects began.

The rules you have been told about are the ones which
you must follow.
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You MUST have a Project Committee. It must

> be elected by the entire community
> last the duration of the project

> represent everyone involved with the
project
> have members with a range of skills

Allocate specific tasks to each member of the
committee.

Work as a TEAM.
Do not let others interfere with your project.
It is YOURS.

Try to visit other MPU projects in your area.
Learn from them.

The Committee must keep the community
informed of its activities at every stage of the
project. AVOID SECRECY.
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Banking

Banking
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How to run the Project Bank Account
How to use the Account to Manage Funds
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Have you opened your bank account and sent details
of it to Lusaka?

Yes ] No D

Which bank are you with? ..

Since MPU uses the Zambia National Commercial
Bank, the transfer of your project funds will be
quicker if you use ZNCB. But if there is no ZNCB in

your nearest town, do not worry.

Use the most convenient commercial bank for your
project. Transfers may take a little longer but they
will happen.

The account should:
> be new, specifically for MPU funds

> have the same name as your official project
title (look at your Letter of Approval)

> be a current account: it should NOT be able to
earn interest

Project funds are government funds. Any interest
made on them would belong legally to the
Government of the Republic of Zambia. For your
project to be able to keep any interest you would
have to have the written consent of the Minister of
Finance!

Therefore:

Do NOT open a Zanaco Saver or any other interest
bearing account UNLESS the bank in your area
does not offer a current account.

In that case, ask your Regional Officer for
permission.
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Only funds from MPU should be deposited in the
account except for

> the initial deposit to open the account

> any monies which have to be repaid to MPU
by the community

When you go to open the accbunt, take with you:

1 A letter of application:

>

>
>

signed by the Chairman, Secretary and
Treasurer

saying that you want a current account

giving the exact name you want for the
account

2  Minutes of the meeting which actually voted to
form the Project Committee. These should state

>

v vV v V

why the committee has been formed
when

who was at the meeting

that project funds will come from MPU

a resolution to open an account with the
bank.

3  Letters from 2 people known to the bank
stating that

>

>

they have known the proposed signatories |
for a long time and

they consider them honest, trustworthy
and likely to be good bank customers.

4  Aletter from your Regional Officer stating that
he will be a fifth signatory and may close the
account if necessary.

5  Money to make an initial deposit.
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The Mandate is your "
instructions to the bank on RBANK MANACER

For s toossn e | [ l‘lllﬂm””l'ﬂ

bank to send you a n ‘;-;;--.- i
statement every 15 days, l MW"“ I
that would be part of the ‘\ (L
mandate. J k|
The bank is obliged to \
operate YOUR account 7\
according to YOUR — ! 17—
mandate. \‘ 1 X £ =
Instruct the bank to send = |

you by post 2 copies of your =
statement each month. (One

copy will go to MPU Lusaka
with your Financial Report).

For example, if you tell the
bank

; =
Q
N(,‘

//////////

I.‘
L

| . .
{ l’l’lln
S e

There will be five signatories to the account. The
Committee decides who four of those people will be.

The fifth signatory will be the Regional Officer. But
he will not sign cheques. His sole function as
signatory is to be able to close the account IF
NECESSARY. He would use that power only if the
project were closed or suspended due to serious
problems.

The proposed signatories have to sign Specimen
Signature cards. These cards give the bank a
permanent record of the signatures which it is
permitied to accept.

> on cheques

> on letters of authorisation to the bank
>  for collection of a new cheque book
>

to request information about the account
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Signing Arrangement

MPU insists that one of the two signatures required
on each cheque MUST be that of the Chairman or the

Secretary or the Treasurer.

The second signature on each cheque may be any of
the other three committee signatories.

Changing Signatories

If you ever need to change the signatories to the
account, you must inform the bank of this in writing.

The letter must be signed by the original signatories.
If one of them is leaving the area, be sure to have him
sign such a letter before he goes.

In this case the letter would look something like this:

o SIaNATR!
that M- Toscoh Chande
o il Vriner Schoel Imprre

autherisad 5‘3""30"6

hus bee
g.m Oww"““‘swz,,&m»w
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A bank transfer is the way that one bank sends
money directly to another bank.

MPU sends each allocation to your bank account by
bank transfer.

The transfer into your account should take about
two days and not more than two weeks.

MPU write to you, informing you that the money
has been sent.

When you receive MPU’s letter, wait 7 days and then
check with your bank. If the money is not there, ask
your bank to send a fax message to its Head Office
to locate the funds.

Do not give up. Wait. Demand action.

MPU Lusaka sends its letter together with 2 copies

of a Payment Voucher.

You must sign the
Vouchers and send one
copy back to Lusaka to
acknowledge receipt of
the money.

The Voucher looks like
this:

The bank will give you a cheque book. It can help
you

> manage the project’s money

> keep your accounts in order
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Your cheque book has two parts to it : one which you
tear out and give to someone else and one which you
keep.

The cheque stub is the part that you keep. It is a
permanent record of payments which you have made
using your cheques.

Fill in all the details of the cheque carefully on the
cheque stub.

Compare the stubs with
> the monthly bank statement

> your own records
> your receipts

in order to double check your accounts.

Crossed Cheques

All cheques in the cheque book are “Crossed”. That
means that the cheque must be paid into a bank
account - no cash changes hands.

But if you want to have cash paid on your cheque,
two signatories must cancel the crossing like this:

1207835390570

AND you may have to send a letter to your bank
confirming that cash should be paid out to a third
party. Check this with your own bank.
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Your bank will send you a Statement of your account
every month unless you want it at different
intervals. It will look something like this:

o vnmet VY
S *._..“" ::coum oy poin T
e . oy or !
Bank Limited e R
Progress s o coPY
SRANGH: ZILIND) BRANCH poBOX34
STATEMENT OF YOUR

ACHA
‘,‘.‘;_ 2 CURRENT NG

501011
501012
501040

511017

1 @ CHEQUES

24FES CREDIT ADVICE
CHEQUE BOOK CHARGE

4 FEB

The statement gives you the following information:
opening balance

serial numbers of any of your cheques paid out
amounts that were debited on those cheques

dates they were debited

deposits into the account
charges made by the bank

closing balance

N Hhw P -

The Treasurer should check each entry against the cheque
book stubs.

He should also make sure that the bank has not made any
mistakes by checking

> the number of each cheque
> the amount

> the remaining balance
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If there are any unexpected cheque numbers in the
Statement, check at once

>  where they have come from

>  whether they are acceptable expenditure

IM GLrD MU 15
PAYING 7HE
BANK cHARGES(

MPU will pay all bank charges and
ledger fees on your project account.

To reduce the opportunities for theft and suspicion pay for as
many items as possible with a cheque, including your labour.

If people refuse to be paid by cheque, make out a cheque for
cash for the exact amount needed to pay them. Gash the
cheque and hand the money over to them straight away:.
Take them with you to the bank if possible.

Carrying Cash

N0 USE 70 ME.
1 cANT STEALTTY

Avoid carrying cash,
especially large amounts.
It is too dangerous.
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If your bank is in a different town from the shops where
you purchase materials, make arrangements with your
bank so that you do not need to carry cash. For example:

>  if you know exactly how much you are going to spend
with a supplier, ask your own branch to give you a
Bank Certified Cheque made payable to that supplier.

or purchase Kwacha Travellers’ Cheques and take
them with you. '

or take a Bank Certified cheque for approximately
the total amount of money you will require and cash
it with the branch of your bank in the town you are
going to.

or ask your branch to send funds by Telegraphic
Transfer to the branch in the main town. The person
named in the telegram must be the one to collect the
money by proving his identity. There will be a charge
for this service but the fee can be deducted directly
from your account as a Bank Charge.

Open your own - quite separate - bank account for
community funds.

They must NOT go into the bank account which
receives MPU funds.

Keep your financial records separate too. i

Account for this money to the community at public ,\
meetings. !

*  The project bank account must be a new
account.

*  Put only MPU funds in the project bank !
account.

*  Money contributed by the community must go
in a separate bank account.

*  Use the cheque book and bank statements to
help you manage project money.
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Allocations of Funds

MPU funds are given to the project in 4 parts called
“Allocations”.

The start of the project is always the most expensive
and so the first Allocation is the largest. It will be
36% of the MPU contribution.

To calculate how much your first Allocation will be:

Look at your Budget Summary. Find the total
(100%) MPU contribution to your project.

N X Write it here K.................. Total MPU Contribution
Divide the
total by 100
to find 1% Kuooorieeeee 1% of Total
Multiply the
1% by 36 Ko 36% of Total = 1st Allocation

You can calculate what all 4 Allocations of the MPU
contribution will be:

1st 2nd 3rd 4th Total
Allocation Allocation Allocation Allocation

36% 24%. 24% 16%

K K K K K
Exchange Rate

If your project is funded by SRF, the budget is
calculated in US dollars. The number of kwacha
which you will actually receive will depend upon the
Exchange Rate existing between the dollar and the

- Kwacha at the time each of your Allocations is
funded.

Justifications

A “justification” is an explanation. The project
committee must explain satisfactorily what it has

done with one allocation of money before it receives
another.
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The project can spend MPU money ONLY for
authorised items.

MPU does not want any projects delayed because of
lack of funds.

So it does not demand justification of all of the
previous allocation before granting the next one.

{ Contingency Provision
( On the Budget Summary you will see that a
15% Physical and Price contingency

‘ has been added to your budget for unexpected
¢ ’ expenditure and inflation. ‘
{ Your budget is quite adequate - many good projects
' complete their targets for less than the budget given
them.

You must follow exactly MPU’s procedure for justification and allocation of funds

’ Action Required To Receive
Fulfil conditions in Financing Agreement: 1st Allocation of Funds

1 Elect a Project Committee

2  Open a current bank account

( 3  Send details of the bank account and the
{ Committee to Lusaka

/ 4  Sign the Financing Agreement

5  Provide the community contribution
to the project

Justify satisfactorily at least 75% of 1st Allocation 2nd Allocation of Funds

' Justify satisfactorily 3rd Allocation of Funds
a) remainder of 1st Allocation PLUS

b) at least 75% of 2nd Allocation

Justify satisfactorily 4th Allocation of Funds
a) remainder of 2nd Allocation PLUS

’ b) atleast 75% of 3rd Allocation PLUS
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and

Submit financial estimates of the work which
remains to be done in order to complete the
original targets.

Justify 100% of all funding received in the first Supplementary funding
4 Allocations (if any)
Justify 100% of the Supplementary Funding Completion Certificate

Remember! You have to justify
satisfactorily at least 75% of an

Allocation before you can receive
the next one.

The Treasurer is responsible for
% > studying the conditions set out in the

Financing Agreement. See Page 22

B>  keeping the books of account up to date:

vvvVvVy

>

> making regular Financial Reports to Lusaka
See Pages 80-81

> ensuring that project expenditure remains
within the MPU budget

D> being able to answer any questions about the
project’s finances

the cashbook
the petty cash record
the cheque book
receipts

bank statements

labour payment records

Someone else should keep

>

project cash
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( > how much is left

> what it has been spent on

MPU recommends using a simple cashbook to help
the Treasurer see at a glance

> how much money has been spent

( Let us look at the cashbook and how it helps him.

¢ The cashbook has 11 columns. They fall into 3

( sections:
CASHBOOK
; : pn'oasc'r TI;LB: M ¢ PROJB‘E; NO.: ¢ o 1 7
; OATS ] OETAILS 1 RET. WO. & 1::::.“ o /Vnn-w LABCUR TRANSPORT TR o froT
( BROUGHT FORWARD K N ) o ] \ K N X N K N » K N K N ;( N
T S.
! V4
Section 1 Section 2 Section 3
General Details Specific Details Remaining
of Expenditure of Expenditure Balance
‘ Let’s look at Section 1
( 1 2 3 4 5
{ Date Details Ref. No. Amount Total
Received Expenditure
‘ Brought Forward K N | K N

\ The Date: is the date on which you received or spent the money

The Details: are

\ services
( Ref No. is

the project number you have given to the receipt PLUS

a)  who the money is from : it is almost always FROM MPU.

b)  how the money was spent : you pay money to a person or shop for goods or
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oo

the supplier’s own invoice/receipt number

eg
Your Number

4 /76584 N

Supplier’s Number

See Pages 75-78 for full information on Receipts.
Amount Received: money from MPU
Total Expenditure: is the total amount of any receipt

Let’s look at Section 2

6 7 8 9 10

Materials Labour Transport . | Furniture & | Other
Equipment | Expenses

K N K N K N K N K N

There are 5 areas where you will spend money. For

example:

Cement is a material.

Its cost is written under Materials in column 6.

The cost of school desks is written under Furniture
& Equipment in column 10.

When you pay your workers, the total amount you
pay them is written under Labour in column 7.

Let’s look at section 3

11

Balance

K N

If you have
You spend

The “balance” is what remains.

Column 11 lets you see how much
you have left each time you have
spent or received money.

K 100
K 80

Your balance = K 20

When MPU gives you your first allocation, repay to the
community the money you deposited at the bank to open your
account.The balance remaining will then be your first
allocation money only.

The balance minus the total of each receipt = a new balance.
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Let Us Look
1  at an important month in the life of Zilindi Project and

2 how their Treasurer filled in the cashbook for that month.

( Zilindi Project - their first shopping trip
| On 2nd September 1994 Zilindi Project received a letter from
MPU in Lusaka telling them that their

( first allocation of K6,450,000 had been
sent to their bank.

On 10th September the Chairman and
( the Treasurer went to Mazabuka. The
bank Manager in Mazabuka confirmed
' that K6,450,000 had been

deposited in the project

bank account.

—

B |
g;m\cm ig'»

/—— 4’ 7z P
(
d Q%/ Y 1%
- ndl

-t T IO
‘,

AT

Both the Chairman and the Treasurer
are signatories to the project account.
After comparing the prices at all the
hardware shops, they went to Bagu’s
and bought 120 bags of cement and 2
rolls of Conforce wire.

( The cement cost K4,200 B’A‘G{ S
( per pocket and the CLIL AN

Conforce was K168,950. SR C
( They negotiated with Bagu \ Q ;

to deliver the materials to / ' 2t EMENT
( the project the next day. _ ( ' b4 -

He said he would charge il 2 S
\ K65,000 for transport. _ ( / / _

. . CHLANGS

‘ They paid him by cheque
( and he gave them Receipt \-///'\ Gy

No 4238. The Treasurer 4 . R
( marked the receipt No 1 as ' N SHiTheA 1

it is the first receipt for 3 =
{ expenditure using the new ’ Cartn

project account.
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Then they went to M APU LA NGA TO!NE RN L
Mapulanga Joinery Shop } -

and ordered 60 school i /////// NG ENTRY

. B

desks. They were asked FmTw T Y
to put down a deposit of |3 ﬂ@? , / Chaeg T
K250,000. ? %@ i s ‘
They paid another /4 L - .
cheque and were given / i i
Receipt No 761 which e —
the Treasurer marked — / —
No 2. / ——
W =
SS EMPoRt / Then they went to
F ABR\AHC} CO GLA S Ml UV;LASS // ity Habria & Co and
E : ] ] m QTUNGD ordered glass for
i e T i LA - = the classroom
s Y] //// Y/ 4 ) rehabilition. It was
GLASS S VRN ‘ /i / to be cut, crated
Y, / ' // ' and delivered the
7 o \ 7 following week.
/ 7 I / I They paid K374,600
/ for the glass.
// o They were given
/ ///// Receipt No 9410
which the Treasurer
marked No 3.
They looked for a A K

reliable transporter N
who would be able to el ¥Y;

W74 //Il/_lri

next week. Habria & [T I / N
LIC =Y -

deliver the glass the * — I'EJ
Co recommended Mr mc_‘_\

Chilekwa who had a ] AL =
pickup and was a : 5 g

steady driver. So % i / ' K Y
they hired Mr jD M ‘:"-_ / /. 3 S

Chilekwa and ]
promised to pay him ¥
when he delivered i
the glass. IEE i
The Chairman and the : ,
Treasurer also collected some -
cash from the bank.

T — —— T — " — W— " — — v— " — o— — wm— vm— on— o—— — —— —— — " — —— —— —
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They travelled back to
the project on the truck
which delivered the
materials from Bagu’s
shop.

ST

N

On 15th September Mr
Chilekwa brought the
glass. The Treasurer
L 2 ' ‘ paid Mr Chilekwa

1/ ‘ K40,000 in cash.

49/
|
== Mr Chilekwa didn’t have

an official receipt book so

the Treasurer told him
what to write to provide
the project with an
acceptable receipt. 1t is
Receipt No 4.

7

X

Ty
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g
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‘\\\\\\
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On 30th September the Treasurer
paid the bricklayers for the work of
completing the slab.

Each man signed against his name
on a labour pavment voucher. He
called this Labour Voucher No 1.

T e

oY ette —

i

T 2L
l‘?..;!‘_ﬂ'l
_ 2 1"

s/ On 6th October the Treasurer
— received the first bank statement by

7S post. He saw that the bank had

included bank charges of K32,250.
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2 Zilindi Project - the Cashbook
in September

Look at how the Treasurer filled in his
cashbook in September.

Do you understand where all the
figures come from?

Notice how the numbers are written
neatly under each other. That helps
the Treasurer to calculate quickly. It is

much easier to add up figures if they
are like this:

and much more difficult if they are
written like this:

MAPULANGA JOINERY Ltd
MAZABUKA
For All Your Timber, Wharever Size
ror. ZILIND]. SGHOM PROTECT  order wo.. 761,
Ll pate.. 10~
Qty Description Unit Amount
Price K n
& ﬁw Jﬁe . K = oo
T
Qnmthm_m>
Total
P
Signature . (AMUARM <. . ........
BAGU’S GENERAL STORE

General Dealer
Building Materials Specialist

&

:.o.go: 42 RECEIPT No: 4238
azabuka
Tel: 123456 ...108€epT 15 94,
M/s N <
Qty Description (] K n
{20 CEMENT L}ijool 'p_g,t SOH, 00 ==oD
2 CONFoRcE | [6£950 =0 | 3JF 00 =co
TR ANSPORT 65,000 = OO

—
TOTAL

................ Mﬂdl‘@d.&@.‘.‘.}y.m:..................

Signature \%ﬁ -

Thank you '-w Call Again.

With thanks

6, 742,836
4, 593,911
11, 336, 747

v/

6, FH 2123836

X

4 59311
7 77

51
s
PROJECT TITLE: ZAMNP! fRuARTY Scaoe/ /ots,
1 pra 3 A 5 B
DATE l DETAILS J REF. NO. | AMOUNT TOTAL
RECEIVED RXPENDITUR y
BROUGHT FORWARD K N K ¥
p:l/z/yf Y /L4 » 6, 450,00 —
vy 8960 - ‘é?%’; y4138 706,90
rd / b —
) | MIPSLANGH TUNEEY
/3/7 swosir-Desks| Y 76 .‘ljD,mJ'
f B 7
1 | trgenn o.-Gisk 3fa41d P |
(57q |- crtrechnA 4 /i |
T |perea1AYERS T Labour
j”/ G loumdettos foSiab | youched ViR
’ b cHHDS- {
o eor 52,491
"
4___—4~
[ —
s
“——
] .
|~
]
W‘ﬁ §
TOTALS 7
CARRIED FORWARD 6/450,@ /7 4\
i
Are you holding any cash at the date Y®[itg.
date here K ioiiiiiennnnns .
~

e’

72

P



Finance

* " FHBOOK

{
v,

PROJECT NO.: GRZ/SRFP //07%2
z £ 2

= F=

Fan N K N
=
b s IR &3 D= 5543, /=0
Vi %

, 5,293 100=x
: 600 =8 4 98,500 =
1— 448

” 4G o= 4§ 78 STD=%

A4, 768, 520>
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Checking the Project’s Financial Position

The Treasurer wanted to check that he hadn’t left
anything out.

So he added up all the totals from columns 6 - 10
1,216,500
110, 000
105,000
250,000
32,250

He compared it with the total of column 5.
Does it equal the Total Expenditure in Column 5?

It should do! If it does not, there is a mistake
somewhere.

Column 4 minus Column 5 = Column 11

Total amount of money received — Total expenditure = Balance

% Look at Zilindi’s Cashbook and check if column 4
minus column 5 equals column 11.

If it doesn’t, there is either a mistake or cash “on
hand” in the cashbox to make up the difference.

Totalling Columns

Add up columns 4 -10 to check the project’s financial
position

> at the end of each page
> at the end of each month

> whenever you wish

> ALWAYS at the time of Financial Reporting

Brought Forward/Carried Forward

Start a new page of Cashbook every time you total the
columns.

Rewrite the totals from one page on to the next page
on the line marked “Brought Forward”.

In this way, you keep “cumulative” totals, ones which
continue building up all the way through the project.
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Use of the Cashbook

The Chairman asked the Treasurer if Zilindi had
underspent or overspent on building up to slab level.

The Treasurer added up each of columns 6 - 11 to find
out how much the project had spent on materials,
labour, transport, etc in September. '

Then he compared each column’s total with the
Schedules of Materials, Labour and Transport

See Chapter 8.

At any time you can see how you are managing your
money as compared with the Project Budget and the
Schedules. ’

Mistakes in the Cashbook

Any alterations to figures in your accounts make
people suspicious - especially Justifications’ Officers!

But everyone makes mistakes, so what can you do?

o
DO NOT use Typex, the white correcting fluid that
typists often use, on any accounting document.

The only acceptable way to correct an
error on a financial document is like

this: 138449
13949

and write the correct number above it

as clearly as you can.

Obtain receipts for ALL expenditure.

People who receive money from you
should use their own receipt book.

If they have no official receipt book,
they should use a piece of plain paper
and make sure that they give the
details that Mr Chilekwa did.
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Non - Official Receipts
The Treasurer should not use his own receipt book.
(People get suspicious even when nothing is wrong!)
A non-official receipt should answer the questions:
" Who received the money?

What was it for?

Where was it paid?

When was it paid?

How much was paid?

Remember Mr Chilekwa? On 15th September he took
glass to Zilindi. He was paid K40,000. He didn’t have
an official receipt book for his business, so he wrote
out a receipt for the money which looked like this:

w
ic is +o MI,M.
“This is to Cerbfy ‘ f.

Full name
National Reg. No.
Amount

Received from whom
Date

Reason for payment

anmooo >»

Certification from 2 other Committee Members

If the Person Cannot Write

If the person being paid cannot write, the Secretary
could write the receipt for him.

In that case the Secretary should write a note at the
bottom of the page, saying

Written and prepared by ............... (Project Committee
Secretary) on request from J Chilekwa, (illiterate).
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Mr Chilekwa should place his mark. The mark
should be witnessed and certified by 2 Committee
members who should NOT include the Secretary.

What to Do with the Receipts

DO NOT return from a project shopping trip and
push all the receipts into a drawer.

Follow these steps:
£ . .
> Use the receipts to check the materials

S A arriving on site. What was bought
y 2 should equal what arrives.

> Collect the receipts together.
® > Put them in date order. Receipts for
3 purchases made on 17th August should
) TR come before those made on 18th before
e those made on 19th etc.

> File them carefully to keep them safe.

g 7

You must submit the ORIGINALS to
Lusaka. If you do not have them, you will
have problems in obtaining the next
allocation of project funds.

,’ T T e 1 o

QECEN’T& FILE

‘ \ummu [T nmmm

Numbering Receipts

Give all your receipts a Project N umber:

the first receipt you obtain using project funds = 1
the second =2

and so on. The numbers in sequence help you to
> know that you haven't lost any receipt.
> keep all the pieces of paper in order.

The information on the receipts should be
transferred into your cash book as soon as possible.

Mistakes on Receipts

When you send your receipts to Lusaka (See Page 82)
the Justifications Officer studies every receipt for
evidence of cheating!
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Make sure that there will be no query of your
receipts.

So, when shopping, follow these guidelines:
> there should be NO alteration on the receipt

D>  if the shopkeeper does make a mistake, and
leaves a corrected figure, ask him to sign his
name and put his shop stamp against the
correction

> do not allow anybody to make corrections with
white correcting fluid. If there is a mistake,
it should be crossed out with one single line

> if there is a very big mistake, ask the
shopkeeper to prepare a second, correct
receipt.

All expenditure is recorded in the Cashbook. oo T ToETAlL [sen

But expenditure is not recorded in the cash T
book UNTIL there is a receipt. WO ot

If a committee member is given cash to pay PE(;\;,CYH&K
someone else, the Treasurer should keep a V
petty cash record of the money until the
receipt is brought.

A school notebook would do the job. The pages
could be set out as below:
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Make sure that the person who takes the cash signs
for it. His signature is

> proof that he has received it

> asafeguard for the Treasurer if someone asks
questions before the official receipt comes in

If possible AVOID > keeping cash
> dealing in cash

Cash could be stolen. And, unfortunately, people tend
to be suspicious of anyone who handles a lot of cash.

Deal in cheques as much as possible.

When it is necessary to keep cash:

> Keep the amount as small as possible.
Keep it in a cashbox.
Buy a strong padlock for the cashbook.

Do not talk about where the cashbox is.

Let the Treasurer keep the key but the actual box be rotated
between committee members for security.

Vv VvV

When one person gives the box to another, the two people should:

\Y

> count the cash together > agree the amount

[> write the amount in a book > sign and date the book.

Labour payment sheets are :
like receiptS because LABOUR PAYMENT VOUCHER NO .Z. .
. . Date Period of Work Name NRC NO Amount Confirmation of
labourers sign for their or Stage Payment Received
money. t
Y. 209y Fowndatrion-Jkob 0 Mukoe 1239567 25000 %
The Labour Payment ! £ Wwoe 267072 a5 .4 g
Sheet could look like this: £ fobe TR 25 S
Ny C. Chinte F9234% 29400 C@D ’
Use carbon paper to make _ Sob A Chonde sasitim IS0 L.
a duplicate copy of the
payment sheet. Send one
copy to Lusaka with your Prepared by M ‘775/%174 (sign) supervisor
receipts. Keep one copy Paying Officer . . ... ’JM: .. (sign) ....... (office)
with your records.
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You must send a Financial Report to Lusaka when you are justifying
one allocation and applying for another.

MPU gives you Financial Report forms so the procedure is quite simple .
The Treasurer fills in these forms. He:

> attaches to the form
[> original receipts

> a copy of the most
recent bank statement

> aletter
requesting
thenext |  _ B2BAE™  Lllad......-
i TIVE TO ---%° genwoL |17
allocation s s AR
= PROJ W." ! s
> sends to MPU / EDuATION. ... ?Eiv:;;‘ sirst 1::‘
Lusaka ¥ . el e
by registered mail ndes MRSAMASE o
S
TARGETS roundation dug)
Write the date to g
WhICh y ou are Target 3 C,,.s!-f“‘:‘.m A ies
justifying your arget 4 (oRSFY reme use
accounts §B. 1f space is 1nsu:21ci-nt P
Write Education or
Health or Water or .. suirging waterisls
Purchases
Infrastructure (e.g. a  Laour charges
market) depending on _ eansport Chardge

your project.

- mm—

2

3

4. Equip/Furnitur®
5

; her PR g

nwmm——— —
e
Give a description of muM oo
C. i v
the work done so far sow much money have you £e°

WPU to date?

for each separate
target.

DO NOT WRITE: we
are progressing well!!

R U L SR

mﬁ..ﬂ‘lﬂﬂ‘.{..... SIGNATURE. -+

ORIGINAL RECEIPTS FOR ALL

....

NB. PLEASE ATTACH

Instead: Be precise

Be a little
technical
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For an example 6f how to report project progress see
Page 146.

Summary of Expenditure Justified

This Summary is easy to complete if your
Cashbook is up to date.

Give separate totals for
1  Building Materials purchases
2  Labour charges
3  Transport charges
4  Equipment and Furniture
5  Other expenditure

You have to give 3 different totals for each item:

1 Previous Total

Refer back to your copy of the Summary Sheet you
sent to Lusaka for the last Justification you made.

If you didn’t keep a copy, look back to the last page
of your Cashbook which was totalled and dated
with a Justification date. (See Page 74.)

Write down the totals which you sent in for the
previous Justification.

If you are writing your first Justification, write
nothing under this heading.

7

II Currenf Justification
This is the difference between the “Previous

Totals” and the “Cumulative to _date” totals,

IIT Cumulative to date

Total each of columns 6 - 10 in your cashbook
and transfer to the Summary sheet.

Money Received to Date
This is the total of Column 4 in your cashbook.
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Receipts being Justified

Send the original receipts for all the expenditure since
your last Justification.

Make sure that:

> they add up to at least 75% of funding which
you are justifying.

>  you are not including receipts for experiture
which is administrative (See Page 31 fir
examples).

Copy the details of your expenditure from the original
receipts to the 2nd, 3rd, 4th pages of the Financial
Report form.

Make sure that

> you keep full details of the receipts which you
send to Lusaka.

> everything is in order (Let.yOur Regional Officer
check if he is visiting ) before sending to MPU in
Lusaka.

Letter Requesting Funds

You must also send a letter to Lusaka requesting your
next Allocation. It should say briefly what the next
money will be used for.

For example, see opposite page

The Justifications Officer in Lusaka checks the
Financial report and receipts attached.

He will not accept any receipt for expenditure which
should be the community’s responsibility.

%? He will calculate very carefully that sufficient of the

previous Allocations has been justified. (See Pages 65-
66)

ONLY THEN will he recommend that your project
receives its next Allocation.

If there are problems with your Justification, the
Justifications Officer will contact you for an
explanation.

Then your project could be delayed for weeks.

So double-check before you send in your Justification
to avoid any problems and delays.
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Sample letter requesting your next Allocation

| Rehabiltation Project

{
| Zzilindi Schoo
( P.0. BOX 88
( : z?ﬁnd\' ,
pProvince

{ tThe Ccoordinator

SRF or MPP Microprojects
( ' Deve\opmem’ Coopeyghon

Office of the Presicent
Ceves Novembefl 9%

P.0. Bo¥ 50268

Losaka ves o o

' : DGGTM(f........-..a---
Project NO. -+

Request for

foveiidee e
cation of Funding

Zrd Allo
e find enclosed
xpenditure on

V\ |. Receipts josﬁ(‘ying e
(o) the our.si'qndmg palance of ouf frer
{ allocation and '
(o) approximatety g0% of ovr 2nd allocation
of €onds .
2, Ovur £inancral report Fof the period ..o
t's latest bank statement.

3, The pro)ec
ove ouY curre nt

we hereby request yov to apP’
Justificakion and avthorise payment of oor Zn

{
Pleas

.{'00-»501

Allocarfon

( of fonds .
we expect to USEe the next allocation to

e roof

- c,ompléke ‘
wiled tabour fof the roof and painting

— pay the S

and .
_ puy the pormture.

we rrust that yov will send the money withoot clelay

Youvs sincevely

Charman Treasurerl
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*  MPU Procedures must be followed exactly.

*  ALL money must be justified satisfactorily
BEFORE any more is sent from Lusaka.

*  ORIGINAL receipts must be sent to Lusaka.

* A Financial Report form must be completed
when justifying funds.

*  Justifications must be accurate to avoid long
delays for your project.

*  Account books must be kept up to date

*  Use the Cashbook properly to help manage
project finances.-

*  Avoid keeping ca;sh. Use cheques.




Project Budget

Project Budget

il Fg ﬁ [

 MATER1ALS [

h

1
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I
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(i—

What the Project Budget is
What the Project Budget is for
How to use the Project Budget
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It is a detailed guide showing all the activities of
your project and their estimated maximum costs.

The Project Budget is prepared by MPU and sent to
you with your Letter of Approval and Financing
Agreement.

It is split into 5 sets of papers:
1  the Budget Summary

2  Materials

3 Labour

4  Details of Transport
5  Administrative Costs

It is intended to help you

> plan your project activities

[> organise your shopping

> organise the transport you need
>

organise your labour

Study the sheets to see:
% Materials Read also Chapter 10
' > what MPU will pay for
what the community must supply

>
> what quantities you need
>

the maximum prices you should pay

% Labour Read also Chapter 11

> the maximum amount you should spend on
labour for each task




Project Budget

Transport Read also Chapter 12

> how many trips you should need to transport
your materials

> the maximum you should spend on each trip

Administration Read also Chapter 4, Pages 31-32

> how much you should expect to spend on
administration costs

Read and follow the Project Budget carefully when
you are planning:

> your shopping trips
D> the labour you need to employ
> the transport you are thinking of hiring

It should help you to avoid running out of money.

If you buy the wrong thing:

the Regional Officer may tell you to get rid of it
and buy what the Project Budget says.

You will have to pay back from community funds
any money you spent on wrong materials.

If you buy less than the Project Budget says:
~ you may run out of materials.
If you buy more than the Project Budget says:

you will have to pay back what you spent over
the budget limit.

IF YOU HAVE PROBLEMS, such as material being
unavailable or you think the quantities are wrong,

You must get WRITTEN approval from the Regional
Officer before changing the plan.
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*  The Project Budget tells you the amount and
' MAXIMUM cost of

> materials
> labour
> transport

which you will need for your project.

*  Follow it to keep within your budget.




Planning Project Implementation

Planning Project
Implementation

('\Woczk PROGRAMM : &7
KM or Provecrs 21LINDI SCHooL. PROTECT

DATE [DATE p
ET DURATIoN (N WEEKS _ .
TARGET kv P [73 5 7 9 11131517192/ 332527293)'33 3§

. Puawn v
RE HARILITATON J

(X3 ChASRW g ]
Cons RVCT (ON ST ] X2 Cuase s
{ X2 CAASsRook ‘

— ~
cois R ome ON STRUCT |ON

NSTRXCT1oN |
’ cf&x\(l? LATRNES]

el TATE
?ME “\‘AELLO“
ProvFuNTUIE

S
A4
- [@ ~ 7| D

P LAT]
3
REAAB. ONE. ({ i

444

/; 35 WEEXS 7. , /

How good Planning can Improve your
Project

How to make a Work Programme

How to use a Work Programme
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Planning means deciding
>  WHAT has to be done

> WHOistodoit
> WHEN todoit
> HOWtodoit

It involves discussing and thinking about
>  what is needed : materials, skills, money
and

> possible problems : how to prevent them

how to solve them

Many projects do not take the time to plan properly.
As soon as the money is in the bank, they rush into
the project. This is natural, BUT it will CAUSE
PROBLEMS LATER.

The best project committees plan every stage of their
project IN ADVANCE.

WE SHouLDd
HAVE PLANNED
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( Let’s look at how Zilindi Committee planned their
project. They had 6 targets to complete.

‘ Making a Summary WORK PROGRAMME for

(. Zilindi

( TARGETS

{ > Rehabilitation of 1 x 3 Classroom block

> Construction of 1 x 2 Classroom block

( > Construction of 1 ED14 staff house

K > éonstruction of 12 VIPs

( > Rehabilitation of a well

‘ >  Provision of furniture

( 1 On August 25th the Zilindi _ He wrote the 6 targets in a list
Project Committee met with their on the left hand side.
Supervisor and Foreman to He made each of the week
discuss the order in which they columns the same width
should tackle their targets. 5cms seemed a good size'

2  Using the blackboard, the He drew 35 columns for the

Secretary drew a blank Work , .
Programme like one which MPU 35 weeks agreed for the project.

( had sent them. The blank work programme

looked like this:

! O
WORK PROGRAMME
( NAME o ProdecT: ZILINDI SCHooL PeoTeeT .

Tioci T DATE] DURATION IN WEEKS.
( § e PN T3 T e T T T s s i1 T '8 2572720 "5 188 T3S

ﬂ pa,
7Y [
» w_ig’wﬁ
oN
{ Jreiateg
CmSRVCT 10¥
1 X EDN HousE

o ConsTRVCT10%
12.% ViP LARNES

( b

_ TN RTE

( YTbTAL PROTELT t}umu: woRrkiNG WEEKS
y 8 |
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3

1111

The committee members
discussed with the Supervisor
how long each target should take
and then they cut paper into neat
strips, one for each of their
targets.

They made each piece of paper
represent the length of time they
expected each target to take. For
example, the classroom
rehabilitation was likely to take 3
weeks so the paper was

3 (weeks) x 5cms = 15 cms

They wrote the name of each
target clearly on each strip.

\

ECT

EEKS

1'23°25'29°29°31 '33'35

WEEKL

e

X2 CLASS

The Committee

importance of planning so they
decided to spend 2 weeks planning
the whole project carefully.

3‘ EEHA%\\.\TA’\‘(O =

2

-ROOM _

knew the

N

(

1

t

(

!

{

i

{
"

WORKk PROGRAMME.

NAME o PROTECT: ZILINDI

-
Scrool ProTRCT]

T
TARGET

DAT
STAQ

& |OKE
RN

DURATION

IN wEk

'3

P. PoAnning-
RE:1)ARILITATIN
Ix3 ClAS.s&ooﬂﬁ

oNS TRUCTt aN
Cl X2 cusSRoo

CoMfT RUCT!L d
[ )(EDLIL House
RVIP Ly
Reiintiyaiond
an€ _weW
Pravu Furaituet

L4
. .

5_7 y 9 /” 113:/5?';’
t+
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They cut one more piece of paper

10 cm long and wrote PROJECT
PLANNING on it.

Then the Committee had to
decide where to place the strips
on the large Work Programme.

Everyone got involved in the
discussion.

They all agreed that planning
the project should be the first
thing. So the first strip of paper
they pinned on the blackboard
was the planning strip.

Then the real debate started:

1

-

34 19 2372527 29 31 33 3§

g T

71921 23 25 27 29 3] 33 35

The teachers wanted the houses
to start first.

The headmaster wanted to
rehabilitate the classroom first.

A parent wanted to start with the
VIP’s first, because the old toilets
are full and he does not want his
children to get sick.

A committee member who lives
near the school wanted the well
dug first.

No-one could agree!

They asked the Supervisor for his
advice.

He pointed out that there was
not much time to complete the
project.

So they should think FIRST
about the targets that would
take the longest.

The Secretary suggested that the
house would be the biggest job
and they had only 3 bricklayers.
He put the strip of paper marked
ED14 on the Work Programme
for everyone to see.

The Supervisor agreed it should
start after planning and that the
other targets should be worked in
around the house, depending on
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the availability of the skilled 8
labour.

The Headmaster pointed out that
the classroom rehabilitation was
just repairs to the roof and floor.
The carpenter they intended
employing was free just then so
they agreed to start him on the
rehabilitation as soon as the
planning was complete.

The parent was worried about the
community digging the latrine
pits. He suggested doing 3 at a
time so that they could call a
large group together and always
have enough people at any
digging session. He cut up the
piece of paper for the VIPs into 4
separate strips and put them

on the Work Programme.

The Supervisor agreed with the
Committee but said that it would
be very useful to have the well as
early as possible.

It would reduce the distance the
women have to carry the water
for building.

Water is hard to find at Zilindi
and the Department of Water
Affairs should be asked for help
to deepen the dry well already
there because the villagers are
nervous about digging at great
depths.

The Secretary said he had
contacted Water Affairs but they
could not come for 5 weeks. So
the well will probably start in
week 6.

He added the well to the Work
Programme.

GNOQK PROGRAMM -

NAME of PROTECT# ZWINDL SCHOOL

ProveeT

TARGET [rec,

DATE | DURAT/ON (N

WEE

FiNg

P. Puawn ine

RE HARILITATION
[ X3 CRASSRM

lcons RcTI0N
{ X2 CLASSRooM

Cousz’—t-;;.‘f (ON
(X Eﬂ/t, Ho&E

sTexTioN .

'c,g.‘xv |P LATRNES]
AT,

Reupbu e

ProyFurnrute

¢ ToTAL Pro
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The Treasurer told the committee
that all the building was going to
take a lot of money. There would
be no money available for the
furniture until late in the project.

He added the furniture to the
Work Programme.

Wo

10

The Supervisor was pleased.

But he reminded everyone that
things change as a project
progresses.

Some things will be completed

faster than the plan shows and
some things will take longer.

Just as Zilindi made a Work Programme, so can you.
MPU help you to plan by dividing

the PROJECT into TARGETS

the TARGETS into separate TASKS
You should have the following papers from MPU:

x/4

>

a Project Implementation Work
Programme (SUMMARY). It

lists all your Targets and an
ideal time guide for completion of
each one.

a blank Target Implementation

Work Programme for each project
target. These should list all the
main tasks involved in each
target.

The Regional Officer explained the use
of these forms at your Project Launch
Workshop.

Make your own Implementation Work
Programmes for your targets and
tasks. Fill them in with your
Supervisor and Foreman.
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Making an Implementation Work Programme helps
you to manage both time and people.

Managing Time
It forces you to think about

> a)

> b)

how many weeks/parts of weeks you
need to complete each activity

in which weeks each activity should start
and finish to fit in with other activities

and decide WHEN to do things

First decide

Then

> how long each job will take

>  when to start each of the jobs
in the best order.

Managing People

Your Implementation Work Programme should also
help you think about

- WHO should do things

Organise people to do different jobs at the same
time.

People do this naturally. When someone is doing
chitemene, some people will be chopping down
branches while other people heap them into the
planting area.

In the same way,
if you expect to be at wall plate level in week 8,
plan to make trusses in weeks 7 and 8

to be prepared for roof fixing in week 9.
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Staggering Targets

" You are not likely to have enough bricklayers and
carpenters to build all your targets together.

Plan the order you will tackle your targets to use
your labour efficiently.

This is difficult!

But thinking about it helps you solve problems
before they occur.

Even though it takes 12 weeks to build a single
house, you could complete 3 houses in 21 weeks!

\\\
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mmmu

} "“” i ....,..1.=..—T.1-.—T.“,‘ “5'7@@%7"“"“""”
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How?

>  While the bricklayers build the walls of the

ﬁrst"house, people can be digging the
foundations of the second.

>  As soon as the bricklayers finish the first

house, they can move straight to the second
house. The carpenters can start fixing the roof
on the first house.

> When the carpenters have finished the roof on

the first house, the second house should be
near wall plate level so they can move straight
to fix its roof.

By staggering the targets you will not run out of
skilled workers.
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Get everyone involved - including your Supervisor.

He will know most about what is, and is not,
possible.

What is Needed and When

Use your Work Programmes to

>  help you plan

> work out who is required and when
> work out what is required and when
for each target.

If the people and materials are not there when they
are needed, the project will be delayed.

THINK about
WHAT people
WHAT materials
WHEN they are required
WHERE they are required

For example, to make the substructure you need:
the supervisor to set-out the foundations
unskilled labour to dig the trenches
sand and stones on site, ready for the concrete
people to prepare the concrete
bricks or blocks on site ready for the footings
bricklayers to lay them

v v v v VvV vV V

people to carry water

and so on.

Use the Project Budget and Volume II to help you.
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Exercise

Choose one of the project’s construction targets for
which you want to make a Work Programme.

Discuss it with your Supervisor and think first about
> the tasks involved and

> the time they should take.

Try to answer the following questions:
1) How many weeks should it take to complete:

> the foundation? @ ... weeks
> from window level to wall plate? ....... weeks
> theroof? L weeks

2) In what week would you start:

> site clearing? week.......
>  the slab? week.......
>  plastering? week.......

3) In what week would you finish:

> planning? week.......
> the slab? week.......
> up to window level? week.......

4) Which activities will be going on at the same time
as each other?

Now use this information to fill in your Work
Programme for that target.
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Try to make a Work Programme for each of your
targets. Make sure you include all the different
tasks.

You may have to change the timing of some
activities as the project progresses.

But thinking about them at the beginning
should help you avoid potential problems
before they occur.

Use your Work Programmes to judge how well your
project is going.

Without an advance plan it is difficult to notice
delays:

If your plan tells you that you should finish one task
in Week 5 but you don’t finish until week 7:

> Ask your Supervisor what the problems are
> Do something to solve them!

If the rate of building is different from what you had
planned:

ASK QUESTIONS

FIND OUT WHY DELAYS HAVE
OCCURRED '

SOLVE THE PROBLEMS

*  Planning is asking and answering the
questions

Who, What, Where, When and How

Time spent planning in advance is never
wasted.

*  Make your own Work Programmes to suit
YOUR circumstances.

If the dates of your actual implementation are
very different from what you planned, ask
questions and solve the problems.
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Procurement of Materials
and Furniture
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Planning your Procurement
Who should be Responsible
How to Obtain Goods Efficiently
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Purchasing and procurement
require careful planning to
avoid wasting time and
money.

Study your Work Plans and & : i)
the MPU Schedule of ' ////(/ ///////
Materials with your /
Supervisor and Foreman.
Ask them what materials are
required for the next stages
of your targets.

Make sure you plan your
purchases well IN ADVANCE so that

> ALL necessary materials are at the site
BEFORE you start each stage.

Do not keep labourers waiting for materials.

Schedule of Materials

The SCHEDULE OF MATERIALS for each TARGET
tells you

> exactly what materials are required for each
TASK

D>  what quantities to obtain
> the maximum price you should pay for each.

It also tells you the value of the local materials for
the community contribution, e.g. the bricks, sand,
stones etc.

Make sure the community understands that
they are not working for nothing. Everything
they do is given a cash value.

Tell them how much
each of their efforts is
worth.

Follow the quantities

even if the price has
o ~i=/7 ‘ gone up from the one in

sy} e the Schedule.

E 3/ 4 /?un =
'_ﬂ I

OUR BRICKS ARE
WORTH K700,000 70

The quantities in the
Schedule already include
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Procurement of Materials and Furniture

MO WE NEEDN\
ONLY 20. WE H4D
70 POCKETS LEFT
PFTER CASTIVG

an “extra” for contingencies so do not add any more.

WE WEED
J0 POCKETS
CEMENT

§) . - A7

7 1’:4
Dp NOT run out f’f materials or it ///7'}/;/'/’/////
will delay the project. i
DO NOT start a task with less
than the recommended quantities
on site.

As the project progresses look at
what materials you have left. If you
have 6 pockets of cement left over
from one stage of building, you can
buy 6 fewer pockets for the next
stage.

Normally two people are enough for project shopping
expeditions.

Who should they be? Ideally, they will be:
1 At least one signatory.
Decide

which of the signatories will travel

v

> approximately how many cheques will be needed

Another signatory (not travelling) can sign that
number of blank cheques.

The signatory travelling goes with th2 cheque book.

When the purchase is made or at the bank, the
signatory completes the cheque and adds his
signature to make the cheque valid.

Someone with technical knowledge

Either a committee member with
technical knowledge or the
Supervisor or foreman.

Some materials have similar
names but do different jobs. For
example there are different types
of reinforcing material

for walls, floors and lintels. You
must buy the right one for the job.

Do not rely on the
shopkeeper’s recommendation.

NG, IT IS NS
THATS WHAT
We NVEED.
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The Government of Zambia considers your project
important for the development of your area and
community. So it has given it TAX EXEMPTION status.

This means that the project

does not have to pay sales tax - WITHOUT SALES 7AX
. — CEMENT W/LL COST

on what it buys. That makes YOU K4.500 4
everything cheaper. T POCKET:
You should have a letter from 1! .‘ 5 ) o '5 -
MPU saying your project has ‘ ) E; J/
TAX EXEMPTION status — [.,;\(

- - i / f -7" = |
until a certain date. KEb 30ye) / /// Em/;;%w i R
If you do not manage to buy — .

all your materials before that 2 gj : z

date, you will have to fé?:: - 7

>  write to MPU in Lusaka, S ! 7 B -
B>  explain why you need longer time for purchasing

D> tell them which articles you still need to buy

B>  ask if they will send you a new Tax Exemption

letter

You are a very important customer for most shops.
There are very few people who have as much money as

you to spend! You can save money by following 5 simple
rules:

1 Shop Around

Go to different 3 . ) rem ) e
shops and compare (
prices. One shop & N
may have the // ////////
cheapest cement,

while another has L 74‘
the cheapest glass. ~

Try to get
quotations from at
least 3 different

shops.
% See Page 106-107

\i

\\\\32

:'_\\\

1
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2 Ask for Discount

Many shop owners will give you a discount
if you are buying a lot.

3 Negotiate

Try to negotiate in other ways as well. For
example, agree to buy if the owner will
transport the materials to your project free

of charge, or at least for sy

EVERY THIN
le.s§ than the cost of Fron Mg
hiring a truck.

oMLY IF
oY GIVE
Y(KS

4 Go to another - e
Town N Ty T 1 '\’-hlflm |
nr D - oW i Y i wiM . i

il

fi

(/]
If you cannot get good 7 \R\ . ol ' Y j—y
prices in your nearest 3 ’ v
town or many items are
unavailable, consider
travelling further away.

Work this out carefully gl _
in advance. If you make a mistake, you could end up
spending even more money in transport and
accomodation than if you bought locally.

Tell the local shop owners that you are considering
shopping in another town. If they think they will
lose your business they may reduce their prices.

5 Be Careful with Money

Shop owners will have heard that your community is
doing a project with money from Lusaka. They will

assume that you have lots of money and can pay any
price for materials.

This is not true.

Many projects run
PeamLE FRoM ZILiVD,
out of money because | e o7 or

they pay too much. THE FRICES.
Their projects never
get finished.

Treat this money |
like YOUR OWN. it -

!”,"‘,
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Save money wherever you
can and there will be a
good chance of money left
over to do more work in
your community.

LL1L
Tl

Saving money will give
your community a good
reputation and make it
easier for you to attract
other funds in the future.

WE MRPE A
GOaY SAVING. TRAT
- WL RELP THE
PROTECT.

~ Quotations

Try to get 3 quotations for everything you spend
money on - materials and transport.

Keep an exercise book and write down the different
prices against the name of each shop. Put a simple
reason why you chose the one you did.

Keep the information in case someone in the
community is suspicious and wants to ask questions
in a public meeting.

Use it as proof that you bought from Mr Chibwa
instead of Mr Zulu because Mr Chibwa’s quotation
was the best - and not because he is your mother’s
sister’s husband’s uncle’s wife’s nephew.

Your book could look something like this:

N FOR DECISION
QUOTEL QUOTE2 QUTES. o '—;":
I TEM — . ’ ool had
17t . K Mwelwa  Patelx® t Patel had
CEMENT tchgntu - Kl{-ﬂﬂo‘px‘t’ KQ‘J’D"PK $tDCK
ﬁ;‘*’:ﬁ’g"" Awaitirg -_—
delivery ~ delivery __ - No.3 becavse
s Muborga W o0 Sovepiile
DESKS Mu ,000 d gpali Waitngtime:
Keooy  godutty PR uidngime
' SthcK 3 d";\?gfj‘ame deliverybme

If you are buying a very expensive item, you should
obtain written quotations from 3 different suppliers.
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You may not always choose the cheapest. But
consider and compare:

> the quality of the goods

> whether the items are ready for delivery
immediately

> how long it will take the supplier to make
them or get them ready to deliver

> how much the final cost will be

Shopping in Lusaka or the Copperbelt can
unfortunately be very dangerous. There are many
thieves, especially near hardware shops.

Follow these simple rules:

1 DO NOT carry a lot of cash unless absolutely
necessary.

2  Use the Council (e.g.Lusaka Municipal)
Purchasing Manager if there is one.

He can help projects from rural areas because he

> knows where materials are available

> can telephone to check on prices '

> can send a Council policeman with you for
security :
3  Use the delivery yard of the shop for loading
your goods. Try NOT to load up in the road.

All receipts must be satisfactory to MPU in Lusaka.
See Pages 75-78 for information on receipts.

terials

Sometimes materials specified in the Schedule will
not be available.

If this happens, discuss what action you can take to
prevent delays.
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Perhaps your Supervisor
or foreman can think of an
alternative material to use.
It may be acceptable to , Ay
MPU, but you must follow oy iy j ,;,,,,”MN‘ \\\\\\\“‘;\é{{{z’w

the correct procedure: J 1 g i 'IM&"// . m“’ N
bl |// l" b i PERM/SSIGH

W'WIMMI H
Tl mﬂﬁ

Mﬂmm/m I! il |
WENED THE ROS '“
>  Discuss the alternative |7 me nm i
with the Supervisor.

M

> Draw a sketch of what the alternative would
look like, particularly the details of how it
would be fixed in place.

> Discuss or send these to BOTH the Line

Department Buildings Officer AND the
Regional Officer.

>  Wait until you receive WRITTEN permission
from the Regional Officer that your alternative
is acceptable.

Any changes to your plans must be anproved by your

Regional Officer.

If they are not, you may have to demolish that part
of your building and do it again.

*  Plan all purchasing trips carefully
*  Follow the Schedule of Materials

*  You must get written permission from your
Regional Officer to use alternative materials
from those listed on your Schedule

*  Involve your Supervisor

*  Make sure that you have - and use - a Tax
Exemption letter

*  Always try to get the best prices and the best
value for your money.

*  Make sure that you have ALL the materials
you need for each building task

*  Be on your guard against thieves
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| Labour

I
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b Types of Labour Required
| Finding, Payir.g and Controlling Skilled
‘~ Labour
( Organising Community Labour
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Workers are called Labour.
You must organise your labour to

t> avoid wasting time
> avoid wasting money

> keep them enthusiastic

Unskilled Labour

Unskilled labour are the people from the community
working on the project.

They do not normally receive cash payments for
their work. The VALUE of their pay is part of the
community’s contribution to the project. This value
is given on the Schedule of Labour.

Almost all projects have to provide unskilled labour
from the community. Otherwise the project would be
too expensive to carry out.

Unskilled workers will probably be much slower
than skilled workers.

Make sure that you organise the work so that
your commaunity labour does not delay your
paid workers.

Skilled Labour

Skilled labour are the Foreman, carpenters,
bricklayers, painters, electricians, plumbers working
on your project.

They can be paid from MPU funds.

The committee pays each of the skilled workers
individually.

Every MPU project MUST have a Supervisor.
The Supervisor is highly skilled. He should be able to
> read plans
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i 1 17$
> organise labour T é oo
> control the quality of building Jwreniasar
> plan what needs to be bought
at any time
. y sror/
> solve problems on the » : E ERAE
building site. . SHEETS
He will not normally do the actual /
building himself. B
= i
[ il

He should be at the site every day and especially
when there is a lot of activity. He reports directly to
the Committee.

MPU Lusaka will not send you any money until
a Supervisor is employed.

The Regional Officer and your District Officials can
advise you on suitable people to be a Supervisor.

Your choice of Supervisor must be approved by your
Regional Officer.

The Supervisor could be the Buildings Officer sent

by a DEO or DHI to live at the project for the
duration of the work.

If the Supervisor you choose is only available some
of the time, DISCUSS the problem with the Regional
Officer.

Supervisor’s Contract

MPU suggests a fee to pay the
Supervisor. It is in the Project Budget.

Make a contract with him.

Include in his contract a clause that he
will only be paid the final instalment of
his fee some time after the building is
completed.

Keep about 10% back for 3 months. This
is called a RETAINER or RETENTION.

If there is a problem with the building
during the 3 months, such as major

m
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cracks appearing, the Supervisor should supervise
the repair at his expense.

Give the Supervisor the final 10% ONLY when you
are certain that the building is OK.

This is a very common thing to do when building, so
insist that the Supervisor accepts this condition.

The Regional Officer and the Buildings Officer will
come to check or monitor the quality of the building
at least every 3 months.

The Foreman is always on the building site.

He will be a skilled and experienced builder or carpenter,
but probably not have as much formal education as the
Supervisor.

The Foreman will also do some of the building himself.

YOU'RE (¥
CHARGE TVLL

The Foreman is very important if the Supervisor is
absent. He then takes over the Supervisor’s role to

> organise the labour
>  set the tasks for the day
> ensure the quality of

building is good. ,
He should be well respected S )
locally for his building and ' /, Y,
leadership skills. i /////”/ ),

Contractors can only be employed under special

circumstances, They must be approved IN WRITING
by your Regional Officer.

If MPU has given permission for your project to
employ a contractor ask your Regional Officer for
details of the procedure to follow.
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The quality of your skilled labour will determine the
quality of the buildings at the end of your project.

If your local carpenters and bricklayers are not good
enough, look outside your community: Ask

> in the Boma

> at big farms v

> other NGO’s in your area
>

building firms. They may have skilled builders
who could work for your project temporarily.
Employ older people where you can because they
>  will have years of experience in building
> should be easy to find because their work is
well known

> will take care and have pride in their work.

THANK GOODNESS WE
HAVE BA SHIKULY WORKING
FOR US. E;\'pzklsﬂcsmo’/

H

Mg E
A T Wil mwu | ] ﬂl mf i)
(U ml TR

fie mll :

74V
///

Z
%

V ‘
il e ‘W/

VI A
//WW/% /

The 0 ',,.

Do NOT use a Committee member as paid skilled
labour.

If you do want to use a Committee member because
he is so good, he should

> resign from the Committee
> be a simple employee of the project.
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Follow these steps in finding good skilled labour:

1

Employ the Supervisor first of all.

Involve the Supervisor in deciding who to
employ as skilled labour. Make sure you:

>

>

Ask the applicants what work they have
done and where it is.

Go and look at it. Take your Supervisor
with you.

See Vol II, Pages 6-7 for a checklist on building
-quality. Use it to get an idea of how good the builder

18.
2

If you see things that you think are problems,

ask the builder

> why they happened

>  if they were his fault

> how he would avoid them next time.
Ask the people there if

> they are pleased with the man’s work

vV v vV V

they had any problems
he worked quickly and efficiently
there was any theft

he complained about pay
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> he came to work every day and how
long he worked each day.

4 Interview the applicants. Ask your Supervisor
or Buildings Officer to ask them technical

questions.

5  Ask about tools. Most good builders buy their
own tools over many years. They use each tool
only for the job it was intended for.

If a man has not used his tools carefully then
he will probably not build carefully.

If he has no tools, ask him why. If NERVEWS
there is a good reason you can still
consider using him since you can

v 7 X
buy some tools with MPU money. Wi s /i
y Y. i \. %//// //;

6  Ask for Trade Certificates where
possible. These will prove that the '
workers have passed skill tests. If o &
they do not have Trade %
Certificates, be extra careful about
who you choose.

These steps take time; but ARE WORTH THE TROUBLE.

To build the best project you must get the best builders.

Many projects will have to
bring in at least some labour GET" THE WORK.
from outside the community, 3 ”gﬁ%ﬂ%
as well as the Supervisor. 2R\ G

Do not underestimate the
effect that this has on the
community:

> Skilled labour which has

been turned down for
work will be angry.

> The community itself may be upset that their
labour is unpaid whilst outsiders are paid.

Explain to the community that

> good quality work depends on good quality
labour

> you have looked outside the community only
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where local skills are lacking

> you must buy the best skills available for the
project

The Schedule of Labour tells you

the time

the MAXIMUM cost
for each task within each target.

BEFORE you negotiate with your skilled workers
decide for yourselves how much the job is worth.

Decide on the following things:
> how long it will reasonably take to complete the

task (
> how many skilled men are needed to complete (
the task in that time
>  how much skilled workers are normally paid in (
your area (
Try to get copies of official rates of pay.
Ask contractors/ builders in the Boma what ¢
they pay their skilled labour. (

Multiply TIME X _Local RATE

to arrive at a reasonable sum for the total job.

- Builders will usually ask for more than the accepted (
rate. (
- Be strong. Negotiate around YOUR figure until
you and the labour agree on a fair price for the (
work. - (
The Project Budget tells you the MAXIMUM that
you are allowed to pay. You must complete the work (
within this budget. (
You should be able to get the work done for much
less than this. R
(
Labour Payments (
NEVER PAY A DAILY RATE, (
If you tell a worker that he will be paid K1000 per ‘
day, he will work slowly to make the job last longer |

and get paid more.
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Agree a figure with your workers either : (
for an entire building
or

for each individual task (e.g. from slab to
window level).

NEVER PAY IN ADVANCE.
You might find the person never comes back.
Or he may do a bad job or not finish.

It is much easier to get a man back to work if
he has not been paid.

> they have
completed a task

NEXT TIME WE
> the Supervisor has %”%’}%
checked the task ZHE Fob,
and said the work

is acceptable.

At important stages of i % ‘ i
building, such as = 3 o, W i
foundation, wall plate "
and roofing try to get the
Buildings Officer to come
~a)lnd check as well.

Co

Rates for Tools

If your skilled labourer provides all his
own tools, he will expect a higher rate
of pay than if you are providing tools.
CONTRACTS

Whoever you employ, you
must use proper contracts.

Vou MUST FIX

THAT WALL The contract puts in

writing the conditions

¥ under which the person
must work. If the worker
or the employer breaks his
side of the contract, for
example if the quality of work is poor, dangerous or
slow, you can end the contract.

You can even take someone to court.

A contract should include:

117



Project Implementation Manual

A  what the work consists of (this is called the

SCHEDULE)

how much the person will be paid for the work
how long the work should take,

’

who decides the work is acceptable,

QM EHODOW

at what times the person gets paid,
how to settle any disputes,
G  details of any retainer.

Try to get an official contract rather than write one

yourselves. Contracts are legal documents and must
be written in a particular way.

the sam of —— od withi days
Wharety ,,ﬁmmmmaawwwnm"“md

mw 19 DONE: I

SCHEDULE of WORK to b

i delays
MPLOYER AGREESTO: lm-d,,..my-v-ﬂtbhm'."ﬂmm-quﬁm)
. cigprind @mm’“mfnﬁ'mdwmwﬁ:“"m“

availabls to the

works. 6 pmmw.mwm.d“w‘ ;

.. F"’dmm : (
i nndm.vnhbhﬁ““"m i :!:: “ |
:'mcwﬁdyhmmmmm
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Below is a sample contract which could be used to
employ skilled labour. Find all the details (or blank
spaces for you to complete the details) which are in
the list above, numbered A, B, C, D, E and F. There
are no details of a retainer in this contract.

To include a retainer in any contract you could add

to (E), the payments detailed by stages, in the

following way :

> the final 10% payable after the Completion
Certificate is received from MPU
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This is difficult since there will be many people,
some perhaps coming from a long way away. It is
most difficult for rural projects.

How you organise your labotir will be up to you, but
some successful ways are suggested here.

Teams
Organise your community into teams.

Choose the teams so that the members are used to
being together. Make each village into a team or
have separate teams for men and women.

Appoint a leader for each team. The leaders should
be respected figures such as a village headman or
the Chairlady of a women’s group.

Coinpetition

M to get competition
going between teams.

If one team is working
much faster than the
others, make sure the
word spreads around the
whole community.

If teams compete with
each other everyone will
work much harder.

Q
L0,
Q"
d

( «)

Stagger the Work ‘ ’ 7 ]

Do not have everyone
coming to the site at the
same time.

There will be too many gq
people and too few tools for

everyone to work properly. e /N y

A committee member 7 I
should check who attends ‘

each day, to make sure 7 ' Y
everyone turns up. il

;}/// ‘ /
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Tasks
Always have tasks prepared:

B> give specific tasks

> have daily targets and overall targets, for
example a number of bricks to be moulded

> make the village headman responsible for
ensuring his team completes its tasks.
NEVER leave labour standing around with nothing
to do.
Plan 2 or 3 jobs in case there is-a problem with one job.

The community will get angry and it will be difficult to get
them to come again if they think you have wasted their
time.

Local Work Practices

In some areas people only work in the mornings. In the
afternoon they might do other things, or it may be too hot.

If this is the case in your area, arrange for people to start
early in the morning. They can get 5 or 6 hours work done.

If people are unhappy to stay longer they will not work
well.

School Pupils

School pupils are part of ‘he project community and should
be encouraged to feel commitment to the project.

BUT they should not be treated as captive labour!

School pupils should NOT miss any school work to do
project work.

Project work should NEVER be a punishment for a
naughty child.

Do not give children tasks which require great attention to
detail in case they are not careful enough.

Their involvement could be organised after school and on
Saturdays.

Hard Work

Educate the community why hard work is important.
Explain that if the community does not work well, the
project will be delayed and might be cancelled.
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Management is about organising work efficiently

It is important that you decide at the beginning
WHO is responsible to WHOM

Try to keep things simple, so everyone knows who
their boss is.

Everyone needs to know
>  who they take orders from

>  who they report to.

Here is a suggested management chart showing who
manages whom:

MPU > LUSAKA

> REGIONAL OFFICER

COMMUNITY ]
PROJECT COMMITTEE

CHAIRMAN

COMMUNITY SECRETARY TREASURER PURCHASING /
LIAISON MEMBER FUND RAISING

sub-Committees

SUPERVISOR
FOREMAN (deputy
Supervisor)
| | |
Skilled Carpenters  Painters Electricians
Masons I Plumbers sub-
Contractors
Community Masons’ Carpenters’
Labour ) Labour Labour
NOTICE that:
MPU is the overall boss.

The Co\mmunity is responsible to MPU.
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The Project Committee
> reports to the Community and to MPU

>  is in overall charge of the people doing the
actual work.

>  is responsible for the running of the project. If

something goes wrong, the members will get
the blame.

> | is responsible for payments which should be
made in public through the Supervisor.

The. Supervisor
reports to the Committee

is in charge of the site
gives instructions directly to the foreman

should take decisions on hiring and firing BUT

v v v VvV V

must explain his decisions to the Committee
before any action is taken.

The Committee should only get involved on site in
cases of serious dispute.

The Foreman

B> is next in charge
[> gives instructions to the workers

When both the Supervisor and Foreman are on the
( site, they should work together, planning the tasks
for the next few days.

eft

heft | s

Many projects have had problems with labourers
stealing materials. There are 3 main areas where
(] thefts occur:

> Cement: Bricklayers will try to use less

; cement and more sand, so they can take the
« extra cement.

> Nails: Carpenters will try to user fewer nails
than necessary and take the extra.

>  Paint: Painters will water down paint. That
\ will make the finish poor. It will not last.

. It is mainly up to the Supervisor and Foreman to
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stop such thefts.

The amount of material that goes missing can be
reduced by following a few simple rules:

Be extra careful at the start of the project, or at
each new stage of building.

>

>

Watch the labourers closely for the first few
days, checking on the quantities they use
normally on good work:

>

>

>

>

Count how many bricks are laid using
one pocket of cement

Watch the colour of the mortar. If it
changes, check if the bricklayer is
using more sand and less cement.

Count the number of nails in a good g i
truss 7N,

Count the number of tins of paint
required for a wall.

Do not let labourers bring on to the site any boxes or
bags they could hide materials or tools in.

Use a good stores system, where everything
must be counted and signed for. Read
Chapter 13.

Fire a;zyone caught stealing.

BE EXTRA VIGILANT AT THE
BEGINNING TO STOP PROBLEMS LATER.

You MUST employ a full-time Supervisor.

The Supervisor should be approved by your
Regional Officer.

MPU pays for skilled labour.

Make sure your skilled labour are good
workers, even if that means employing people
from outside the community.

Never pay a daily rate or in advance.

Have proper contracts with all your paid labour.

Make sure that everyone knows who they take
orders from.

Theft can be a problem - Be vigilant!
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Who Pays for What Transport

Managing Transport Requirements
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—, o
£}

If projects overspend WEEEEEE! THERES
on transport, or use GONG To 85
transport for things TRoLLE SO,

not allowed under =4 7
MPU funding, the @&.

- community has to 0 D
repay the money to S X e // A\ /
MPU. /
Do not let this
happen to you!

A
_munuql i _IIT, s 5
— il

Hiring Transport
When you hire transport, make sure that
> the journeys for which you are hiring transport

are allowed in the Budgef

> you are not paying too much

What is and is not Allowed

MPU pays for the transport of materials bought
from shops to the project site.

MPU does NOT pay for travel to the Boma.
Bus fares.

These are administrative
expenses.

MPU does NOT

NORMALLY pay for the hire of transport for local
materials which you provide as
part of the community
contribution.

If the local materials are many kilometres away you may
have problems, but your Regional Officer may be able to
assist you.

DO NOT USE MPU MONEY to hire transport for local
materials without

a) checking that they are specifically included in your
3udget

or

b) first obtaining the Regional Officer’s permission.

PCL 5
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Transport

DETAILS OF TRANSPORT
NAME OF PROJECT:

B S— ,

st | ) |
|MumBER | SOURCE OF |cost OF {TOTAL i
| |reTurn  |cOST OF |‘

|wep/SRE on\\esn-
|comamITY |mTE

----------------------------------------------------

................................................................................

.
‘|1>1mlsm1 WIRE OF A 7-10 TON TRUCK
| TO MAJOR SOURCE OF BUILDING MATERIALS|
AND cwouems.ue.copperb-\tnmnn ]
| etc.RETURN TRIP. THIS COVER ONLY |
|
|
|

| THOSE 1TEMS INDICATED AS BEING
FUNDED BY THE WICROPROJECTS WIT

----------------------------------------------------

|
‘2)1’!”‘59“1’ WIRE OF A 7-10TON TRUCK For|
| use 14 ] TRANSPORTING LOCALLY (MITHIN |
SAME DISTRICT) BOUGHT BUILDING \
MATERIALS AND COMPONENTS ARE |
INDICATED AS BEING FUNDED BY THE |
|
|
|
|

MICROPROJECTS UN1Y

--------------------------------------------------------------------------------

..........

TRANSPORT
WP/SRF (K) COMMITY (K)

MOTE: TRANSPORT WIRE FOR USE Y] TRANSPORTING MATERIALS O BE CONTRIBUTED BY THE COMMUNITY
SHALL BE AT THE COST OF THE COMMUNITY AaD 1T IS IN SOME CASES INCLUDED 1IN THE MATERIAL cosT.

A »
Under “Task” there are 2 sections:

éosgn;ell')cifl ceqtrgs such as Lusaka and the
CF I}: 5'0 : t. This is for projects whose nearest
s not stock all the materials required

for trans ]
porting materi
nearest town. g materials from the

The number of tri
trn
type of journey. ps you should need for each

YOU SHOULD NO
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Project Implementation Manual

Therefore you must plan your purchases
carefully

> to make the best use of the truck

>  not to need more trips

C  The MAXIMUM amount you should have to
pay for each trip.

Transport is expensive.
The costs are much more
than just the cost of fuel
and drivers.

We can'r Buy
SPARES UNLESS X
WE INCREASE 4

The truck owner has to
charge sufficient to cover:

> Consumable items,

like oil and oil filters,
tyres etc.

>  Spare parts. The

older the vehicle, the
more spare parts it
needs.

‘ ;
' // 4l ’ ‘
// 4 ' /
il RS
| % g
7

B>  Depreciation. Nothing lasts forever. The owner
has to buy a new truck every few years.

It is one of the main reasons transport is
expensive.

D>  Drivers. The company has to pay its drivers, so
this cost is already included within the hire

charge.
> Insurance and road tax.
> Bank interest and profit.
Cost of Hiring a Truck

The charge is usually calculated on
B> the distance you are going and
>  the size of the truck.

If the transport rate is K70 per tonne per km:

> a 10 ton truck going 10 km would cost K7000
(K70 x 10 tons x 10 km = K7000).

128




Transport

> a10 ton truck going 50 km would cost K35,000
(K70 x 10 tons x 50 kms = K35,000).

Remember that the truck has to make a round trip:
> to your project
> and home again

Therefore; if your project is 25km from town, you
actually have to pay for 50km. The charge is higher
for gravel roads.

Your Regional Officer will have told MPU the average
cost of transport in your area and the distance from
your project to town. MPU uses these figures to
calculate how much money to give you.

The Schedule tells you the MAXIMUM amounts you
should pay.

It should be possible to save money on transport.
There are 3 ways to do this:

I> shop around for the cheapest rates

> use each trip to bring as many materials back
as possible

> use the most suitable transport for each trip

Shop Around

Try to get at least 3 quotations for transport.
Negotiate with each of them. Some places you can
try include:

> the Gouncil

transport companies

private vehicles

v VvV

other companies or big farms which may have
trucks

> any NGO’s in the area

Ask around to find out the cheapest and also the
most reliable transport in your area
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NEVER pay the whole
transport charge in
advance in case the
transporter cannot
provide his truck when
you need it.

Then you still have the A l
money to find someone { lm

T

W
;’f ”

else. 'h(l"."/{f/
ALWAYS AGREE the 4 ?w ‘ 7
total hire charge ./
BEFORE starting:the “WELL WAIT FoR
journey YW AT Z/ILIND?

7" Ob MOURS,
Get it in writing! 47 06

Receipts for Transport

Remember that you will need a receipt for the money
paid to a transporter. Tell him this when you are
negotiating.

Do not pay him the money until the receipt is ready.

Then exchange money for receipt.
% See Pages 75-77 for how to write a non-official receipt.

The fewer trips you
make, the more money
you will save.

You will almost always
. ~ - pay for a full load, so
'/,:"///// V7N make sure you have a

{u‘l‘\’ulul” = « SR - //\\“u full load.
iy -4 y % W ,:'z ' When deciding how

much to carry in any
particular trip, think
about:

>  the weight of the material

A 7 ton truck can only carry 7 tons.
Do not overload a truck
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If you do not pack these materials very

the volume of
materials

Bulky materials
may not weigh
heavy but the
truck is soon full.

how fragile the
materials are

For example
asbestos sheets are
very easily broken.

So is glass.

-carefully they will be broken, especially on

poor roads with many potholes.

Planning Purchases for Transport

Try to maximise both the weight and volume of

materials to be carried.

Therefore, decide what combination of materials you

should buy BEFORE shopping.

The most Appropriate
Transport

Trucks are not the only
types of transport
available.

Use other types of
transport which may be
available locally so that
you are not paying for
travelling to and from
your site:

D> Tractors and
trailers: they are
slow but ideal for shorter journeys. They are mobile
even in the Wet Season.

Ox-carts: for local sand and stones

Small trucks/Pick-ups are useful to collect a small or
fragile amount of material.

vV V
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Make sure the transport you use is suitable for the
roads, bridges and culverts on the road to your
project.

Check them - especially culverts - before a very
heavy truck drives over them.

If access is difficult or very sandy, you will probably
need a 4x4 vehicle.

If a truck is bringing materials to your project at the
same time that you have sand or stones which need
collecting locally:

Negotiate with the owner to pick up the sand and
stones after dropping off the other materials.

The community would pay a lot less than having a
truck come specially for the sand and stones.

REMEMBER, as a general rule

MPU WILL NOT PAY TO TRANSPORT LOCAL
MATERIALS.

Make sure that you use MPU money only for
transport allowed by MPU.

Transport is very expensive - plan every-trip!

Use the most appropriate transport for each
load.

Do not pay the whole charge in advance to any
transporter.
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181 Stores M anagement
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Materials and tools are expensive items. If they are
lost, stolen or damaged, you must replace them from

community funds.
Looking after them is YOUR responsibility.

Think about the storage of materials BEFORE you
buy any.
Your store must be ready when the first load arrives.

The store must be > secure
>  waterproof
>  convenient for the site
>  easy to guard

In areas Wheré theft is a big /
problem, try to find a room which
has NO windows at all.

Buy a strong moon padlock and/or ™
have a burglar grill door made. g \S_T

It makes sense to buy all your
materials quickly at the lowest

Ly

N

price.

BUT if you are in an area where
thieving is very bad, you may
decide that it is too dangerous to
buy all the materials at once.

Discuss the different options.
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Watchmen

Decide whether you need a ‘
watchman or not. Ask yourselves:

> Is the community safe for :
70

valuable building materials? W

: v

B> Is the project on or near a ! g/ )
main road? i %

> Are thieves from the town
able to come easily?

Watchmen’s wages must be
paid by the community.
MPU will NOT pay them.

An efficient Neighbourhood Watch
scheme might be enough for your
area.

|

Discuss this issue at a general meeting and involve
everyone in the decision.

Small Items

Small tools, spirit levels, tape measures etc should
be stored away from the bulky materials.

Put them in a separate room if possible.

Restrict access to 2 or 3 people only. That makes it
easier to

> Dbe certain where the tools are
> identify losses

>> limit responsibility for any loss.

Bulky Items
Make sure the store is big enough for everything.
Separate each major material.

Keep quantities of the same item together, in neat
rows, so that it is easy to count them at any time for
a stock check.

Keep the store clean and tidy so that it is easy to
find and check things.
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Timber / Steel Reinforcement u

Timber should be well supported to keep it straight.
Supports should be every 60cms.

Keep it flat by storing steel on top of it.

Keep bars and timber away from damp ground. The
damp would cause the bar to rust and the timber to
rot or be eaten by ants.

Cement / Lime
Provide a raised platform if the floor could get damp.

Stack cement as close to the door as possible because
it is required frequently.

Use the oldest cement first, before starting a new
load.

Use cement within a couple of months, less in the

Rainy season when the air is also damp.

If cement gets damp or solid, DO NOT USE it for
building. (You could use it for filling potholes).

Glass

Buy glass already cut to pane size wherever
possible.

Store it upright against a wall with its edge resting
on a thick, soft cushion such as grass. It is stronger
in that position and less likely to be walked on.

Put a few heavy, solid items in front of it - but not
touching - to stop people getting too close or walking
into it accidentally.

Roofing Sheets

Transport and store asbestos roofing sheets very
carefully.

Make sure that there is NOTHING - not even a
small stone or piece of asbestos - lying on a sheet
before placing another on top of it. The smallest
object between sheets can cause cracking.
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The Storeman

r(“
) "!"nﬂ{p “

Nominate one person to
be a storeman. 7 ///, {

You could have a Stores 87 ‘ //é #
Sub-Committee to B A )
monitor stores
management.

They should not be the
same people who
purchase the materials.

The Purchasing Sub-
Committee hands over
the materials to the
Stores Sub-Committee as
soon as they are
delivered to the project.

They should check the offloading TOGETHER,
against the receipts.

|
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From then on the Storeman keeps his own records.

Stores Records

The Storeman must be able find the following
information at any time:

what comes IN (what is delivered)

what goes OUT (what is used for building)

B P R — —

—

who it goes out to
for what purpose it goes out

what remains in the store

v v v Vv VvV

what is out of stock (this information is given to

the purchasing Sub-committee ready for their
next trip to town)

s

v

what tools belong to the project

v

what tools are used and by which worker each
day

> what tools are returned or kept by a worker
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Stores Delivery Book

The Storeman records everything entering the store in
a Stores Delivery book.

This book provides a check with the receipts kept by
the Treasurer.

Stores Ledger

The Stores Ledger provides a record of what is in
the store and what goes out.

The information in the Stores Delivery Book is
transferred to separate Stores Ledgers.

Keep separate pages for each item of material being
stored.

You can use ordinary exercise books.

Each material may require 2 or 3 pages, depending
on the quantity of materials you have to buy.

Allow more pages than necessary rather than too
few. It will be confusing if the information has to be
split up and found in different parts of the book.
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Stores Management

One page of a Stores Ledger for cement will look
something like this:

: GE No.5
CEMENT RECORD UNIT .50K3z PA \ B

i |

R | Babmn
Mo vwed| oy Foffrom_| e

CpEIN1ING 8

-

&0 | MiuneV|SLAB TARGET 1. | €7
. 5 —. | /A

¢ .MBEWE | WALLS TARGET 93
. PHIRI |PLASTERTARGET 3. 96
i | - | D-PHIRI PLASTER TARGET 3.
B | M- LunG |reis TARGET 24 102 w

-

|
LT

With this kind of record you always know
> what you have left

> when you need to buy more
> how much material was used for which job
> who took it.

You can then check against the Sci'iedule of
Materials if the right amount is being used.

If too little is taken from the store for a particular
job, check with the Supervisor to find out why.

If too much is being taken, investigate to see where
it is going.

Ask yourselves if there is any petty stealing going
on. Check who was in charge of the store at the time

of delivery or issuing in case you need to ask
questions about any problem.

It is important to number each page of the Stores
Ledger so that you can cross-check the materials
going out with the withdrawal vouchers.
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Authorised withdrawal Vouchers

Prepare these yourselves on pieces of paper torn
from an exercise book.

They are filled in by the only people who are
authorised to request materials from the Store, for
example the Supervisor and Foreman.

Do NOT allow other people to obtain materials.

A worker can collect materials from the Store using
a voucher signed by an authorised person. But he
should not be able to obtain materials from the store
just by asking.

A withdrawal voucher
could look like this:

The Storeman should
write the following at the
bottom or on the back:

The Storeman transfers the information to his
Stores Ledger. He writes the Stores Ledger page
number on the voucher. He keeps the vouchers when
he hands over the materials.

The vouchers should be kept safely and separately
from the Stores Ledger.

The Supervisor should keep his own record of all
material returned unused to the store. This can be
checked against the Stores Ledger.
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The tools bought with MPU money will be the
property of the project long after the building has
finished. Keep them in good condition.

You will need them to help you maintain the
_building.

The Storeman is responsible for seeing that the tools
are looked after properly by the workers using the
tools.

Here are a few simple rules:

> Make sure that workers clean their own tools

at the end of each day and return them to the
store.

> Always wash tools which have been in contact
with concrete or mortar immediately after use.

>  Grease wheel bearings on wheelbarrows every

week. Wash them out if cement has been in
them. Store them upright leaning against a
wall so that they drain.

>  During the rainy season lightly oil metal tools
to prevent rusting.

>  Store tools on racks or hanging from hooks.
Do not leave them in a heap.

Control of Tools

If you have several of one tool - e.g. pickaxes - give
each one a number. Paint it on the tool.

Then make a tag (wooden or metal) to hook on to the
tool with the same number on it.
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When the tool is given out to a worker, the tag is left
behind to show that there is a tool missing. The

record then shows who has that numbered tool until
he returns it to the store.

*  Store building materials securely.

*  Stack materials to avoid damaging them.
*  Keep stores records up to date.

*  Have a system for monitoring the use of
materials and tools.
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The Need for Reports
Reporting to MPU
The Supervisor’s Report
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Progress reports are necessary to ensure that
everyone knows

> what is going on
D> what everyone else is doing
> what the problems are

If problems are shared, they can be solved before
they become too serious .

Reports can be spoken or written.

You MUST report to MPU Lusaka on a regular
basis.

MPU RULE

You must send 2 kinds of reports to MPU Lusaka:

> a Physical Progress Report
> a Financial Report

1 A Physical Progress Report - send it direct to
Lusaka every month.

MPU provide a format for you to follow.
It looks like the one on the opposite page:

144
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/EEC/ SRF MI
pevelo opment Cooperation
office of the Presidont

-——-——.—_——-_

——_——_———_—.————'.————

——-———-_——————_-———

DISTRICT :

SECTOR

PROVINCE:

o o o - - -
- -

——_——---—-——-o
_————————

PROJECT TARGET :

_-——-—-—,

——————

——————T

DATE:

th without fail.

jttee every mon

e Prol ect Commi

compiled py th

Follow these simple rules:

> R
eport hOW m
ha uch actual w
ve completed for each tal(.’l‘ktyour builders
get.

>
Be precise.

> Be
techni
nical about the informati
ion you give
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For example

Comments

Add a note about any special problems you are facing

2 A Financial Report

You must send a Financial report with each
Justification of Expenditure. Read Chapter 7, Pages
80-83 for more details
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It is a good idea to copy out your monthly Physical
Progress Report and send it also to

> the Regional Officer

> the District officials with whom you have most
contact

As a Project Committee you are primarily
responsible to your community and to MPU.
However, the project may be connected to the work
of other committees such as a PTA committee or a
Health Advisory Committee.

Report to them on a regular basis even if you do not
report to them formally.

The Project Committee must also receive regular
reports, from

>  the Supervisor

the Treasurer

the Stores Sub-committee

the Purchasing Sub-Committee

the Fund-Raising Sub-Committee

v v v vV V

any other sub-committee you have formed

The Supervisor’s Reports

Daily The Supervisor should give a daily verbal
report to the most senior member of the
committee on site.

He should be informative - what is
happening today; what jobs the various
tradesmen are doing and any minor
problems solved or to be solved
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Weekly He should submit a very short written
report giving

> exactly what has been achieved during the

work on each target

> how that progress compares with the

programme and objectives set for that
week

> materials which are required

> action required from the Committee to
facilitate the work

I> programme and targets for the week
ahead.

Monthly His weekly report will be a little longer
than usual.

It should provide additional information
on:

> the rate of project progress compared with
the MPU proposed time schedule.

It is vital to keep the community informed.

Read Chapter 5 Pages 49-51 for details of ways in
which you can do this.

*  MPU require 2 kinds of report :

> Physical Progress
> Financial

*  Make sure that the report forms are filled in
and sent to Lusaka regularly.

Develop formal reporting systems for
committee members and to the community.

*  Make sure that the Supervisor reports
regularly to the Committee.
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Legal Implications

Legal Implications
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The Project’s Contractual Obligations
The Responsibility for Disputes
The Law will take its Course
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When you signed the Financial Agreement, you signed
a legal contract with MPU.

Your signatures to that Agreement committed you to

I> complete the targets agreed with MPU

finish the project in the specified time

build to acceptable standards of quality

use the funds only on the items specified to MPU

vV Vv vV V

give detailed accounts of all expenditure to MPU
for inspection.

If you follow
> the instructions given in the documents sent by
MPU
> the information your Regional Officer will
" provide

> the guidelines in this book

you should have no problems.

If you fail to abide by MPU rules the consequences can be serious:

IF CONSEQUENCE

If you misuse funds or MPU can take legal action against you
falsify receipts to recover any money lost.

If the quality of building  You may have to repair it at your own
is not acceptable expense. In serious cases the building

may even have to be demolished and
you will have to rebuild it, again at
your own expense.

Legal action can be taken to force you
to do this, or to repay any money sent
to you.
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HOW CoulD Yoy \
D0 177 You've LET
(THE COMMUNITY DOWN.-)

must be
particularly
careful. It only
takes one person
to misuse money.
or materials and
the project could
be cancelled.

Settling Dispute:

It is the Committee’s responsibility to sort out all
disputes at the project.

The Regional Officer and MPU will only become
involved if there is a problem serious enough for the
project to be in real danger of being cancelled.

Disputes within the Community
Most disputes arise because

a) the Committee has not told the community
enough about what is happening and

b) Committee members have not worked together
closely enough.

% Read Chapter 5 Pages 49-51 for suggestions on how
to keep the community informed.

If disputes do arise, call-everyone together and
discuss the problems openly. They can usually be
solved locally.

Labour Disputes

Contracts are important if a dispute arises with your
skilled labour or Supervisor.

If you have a contract specifying the standard of
workmanship to be produced and you consider the
building to be poorly made, you can take the worker
to court for breach of contract.
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If a case of theft occurs, tell the Regional Officer as
soon as possible. Explain what has happened and why.

Make sure that you have your own plan to return
stolen goods or money:

> show you are going to replace the stolen items

> show how you are going to raise the money

> state the period of time you want the Regional
Officer to give you

Do not be afraid to use your own legal power.

If there is a case of theft
at your project, tell the

thief that the police will
be called if the money or
material is not returned.

If he cannot or will not
return the property,
CALL THE POLICE.

Call in the police if and
when you have to. You
will demonstrate to MPU
that the community
understands how serious
things are.

You may feel that calling in the police will create bad
feelings in the community and delay the project.
BUT Consider the Alternative

> long delays while MPU investigates
>  the possibility of your project being cancelled.

p
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*  The documents you have signed are legally
binding.

to court.

calling in the police.

*  If you break your agreement you can be taken

*  Ensure all disputes are settled, even if it means
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Project
Cancellation

Reasons for Project Cancellation
Procedure for Project Cancellation
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If you think of football again, you will have a good
guide to what will happen if a project is
unsatisfactory.

Remember that the Microprojects Unit in Lusaka is
the Referee in our game. The Referee has two levels
of punishment for a player who misbehaves :

> first of all he shows him the Yellow Card

>  if the player continues to misbehave and
doesn’t reform, he shows him the Red Card and
that player is OFF. The game is over for him.

Disciplinary action is decided by the FAZ. The MPU
equivalent of the FAZ is the Steering Committee.

The Yellow Card

If the Regional Officer identifies a serious problem in a
project, he will advise the Project Committee of action
they should take to rectify that problem themselves.

He will give them a period of time (a number of days
or weeks depending on the problem and what has to
be done) to put matters right.

In this way he has shown the project the Yellow Card!

YOU HAVE 7o
IMPROVE.

,4-'///////'
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Project Cancellation
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The Red Card

If the committee does not take satisfactory action in
the time given, the Regional Officer will notify
Lusaka that he recommends cancellation of the
project. That will be the Red Card!

JNO moRre
CHANCES

The cancellation of a project is not an action which
is taken lightly. It happens only after many
warnings and attempts to make the project
successful.

But it can happen and it WILL happen if necessary.

A project can be cancelled if

D> there are serious financial irregularities
>  there is misappropriation of funds

B> there has been no substantial physical progress
at the project for a period of 6 months

> no progress reports are received in Lusaka over
a period of 6 months

>  no financial justification or receipts are
received in Lusaka over a period of 9 months

>  the project committee is not elected by the

community or does not have the community’s
support but refuses to relinquish the cheque
book or project files.
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If MPU does decide to cancel your project the
following will happen:

B>  your project bank account will be frozen and
the monies in it returned to Lusaka

> a public meeting
will be held at the
project site attended
by the same people
who attended the
Project Launch
Workshop. At this
workshop the
Regional Officer
will explain the
circumstances
of project
cancellation to the
whole community

> any Project Committee officials who are
thought to be involved with illegal acts will be
arrested and prosecuted

> the Project Committee is held responsible for
funds already spent and must repay them to
the MPU.

FINALLY, > the Steering Committee will be notified of the
problems in your project and your inability or
unwilingness to rectify those problems.

>  the Steering Committee will approve
cancellation of the project.

*  Your project CAN and WILL be cancelled if you
fail to satisfy MPU requirements.

DO NOT LET THIS HAPPEN TO YOU!
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Formation of Maintenance Committees

| Formation of

Maintenance Committees
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The need for Maintenance Committees
Regular Maintenance

Preventive Maintenance
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The Regional Officer has probably told your
community about the need to form Maintenance
Committees. They are an essential part of your
project.

Your Maintenance Committee should be formed AT
THE BEGINNING of your project.

Have you formed the Maintenance Committee for
your main project buildings?:

Write here the names and positions of the members:

Maintenance requires money for materials and
people to do the work.

The Committee must be responsible for (

>  the collection of money towards a maintenance (
fund

> persuading the community to contribute a
small annual levy

>  educating the commum'ty in how to look after
the buildings effectively

> organising the community
>  ensuring that maintenance work is done.

When the project is completed you will have useful
tools and perhaps some materials left over. They
belong to the community and should be used for
maintenance.
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Formation of Maintenance Committees

{ Transfer the Stores Records to a nominated member
of the Maintenance Committee and maintain stores
e records for maintenance.

¢ 1)
( 2)

( This means doing the jobs on a building
' which will need doing simply because
time passes and buildings age.

b Work to be done on a Planned Basis

>

f Mai

, The building(s) you are rehabilitating
¢ and/or constructing will not last without
maintenance.

Long-term Planned Maintenance and

Regular Preventive Maintenance

Repainting every 4 -5 years to protect wood
(e.g. fascia) and metal (e.g door frames) from
rot, rust, and decay.

Thorough inspection and overhaul of roofs and
doors every 3-4 years.

Thorough inspection, cleaning and repair of all
drains, sewers and plumbing every 5 years.

Thorough inspection for termite damage every

year and application of ant poison where
necessary

Preventive maintenance means

>

repairing minor damage immediately, before it
becomes a major problem

It involves

>

ensuring that everyone who enters the building

to use it has a certain attitude towards
making it look good
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> looking after a building so that it will need
fewer repairs in the future

Attitude
The Committee must EDUCATE people to

> see how a building should be and then how to
keep it looking beautiful

> change attitudes
>  know how they make a building dirty: putting
dirty hands on walls; leaning against walls ete.

B>  understand the consequences of negligence. ‘

The buildings should be inspected on a regular basis
and the Committee must

> draw up a schedule of work

D>  organise groups to do certain jobs each week,
other jobs on a less regular basis

v

give each group its own defined tasks

\Y%

make sure that they do the work

B> call en the whole community to do something
about the backsliders.
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Formation of Maintenance Committees

Below are listed some of the tasks the groups can be
given and also some of the things which the
Committee must watch for in maintaining its
buildings.

BUILDINGS:

General Cleanliness

1  Wash dirty marks on gloss paint.

2  Clean windows.

3  Encourage everyone to stand up straight!:
Do not let people lean against walls; they make
the paint dirty.

4 Do not let people - especially children - put

their hands on the walls.

Do not let people write on the walls.

Do NOT sweep the ground away from the
outside walls because this could allow water to
damage the foundations during the Rains.

Collect and remove all litter to a pit and burn
regularly.

Clean out drains and ditches before the Rainy
Season.
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Walls

1  If there are any small holes in the
plaster, make up a small amount of
cement filler. Fill up the holes before
they get bigger.

2 Do not allow people to lean their
bicycles against the walls - the metal
parts make holes.

3  Place furniture away from the walls
so that it cannot scrape and scratch
the paint.

4 Do not hammer nails into plaster.
Use notice boards.

5  Where there is damp on an outside
wall, check the plaster, mortar joints
and the roof for leaks. Repair where
necessary.

10

11

Slash all tall grass
and make fire breaks
around the buildings
in May.

Plant trees as wind
breaks but not within
5 metres of walls. Do
not cut down trees
unless absolutely
necessary.

Wipe down any
termite soil tunnels
as soon as they are
seen and apply ant
poison.
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Formation of Maintenance Committees

Agree a policy on glass
panes. What happens
when one gets broken?
Who pays? If a child
breaks a pane in a
school, does the child or
his parents automatically
have to replace it?

Check the condition of
putty periodically. Ifit
has dried out and
cracked, replace it.

Doors and Windows

Do not slam doors or
windows: it damages the
locks and breaks the glass
panes.

Check locks and hinges for
missing screws and replace;
oil locks and hinges
regularly.

Nail a piece of flat metal 15
cms wide on to the bottom
of flush doors to protect
them from rats and mice
which may eat through
them.

Make sure that the window
stay is used if the window is
left open. Check that the
stay’s screw is secure. If
there is no stay, do not leave
the window open on windy

days.
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Timber

1  Where timber is eaten by termites, cut out the
section, renew with treated timber and treat
the source of termites.

Roof
1 Do not store crops on an asbestos roof.

2 Do not throw stones on roofs - they crack
asbestos; they scratch iron sheets and damage
the zinc coating. This allows the mark to rust
and eventually form a hole.

3  Trace damp patches on ceilings as soon as they
appear. Find the hole in the roof and paint with
pitch / bitumen paint mixed with cement.

4  Cut down large branches which overhang the
roof. They could break in strong winds and
damage the roof.

TOILETS

Water borne toilets
1  Educate users so that they do NOT

> squat or stand on pan

> put things intd the pan which will block
the drain

[> use without water being available.
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Pit Latrines

1  Make sure that the ground slopes away from
the slab so that no erosion takes place over
or close to the pit.

Do not permit urination against the walls.
Keep the squat hole covered.

Keep the concrete slab clean.

g N

Flush at least one bucket of water into the pit
each week. '

6  Check the level of pit contents every 6 months. Q f // ///
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1  where ordinary taps are fitted, they do not force
them open fully or closed too tightly.

2  they close the tap - especially when there is no
water.

Wells
1 Cover wells.

2  Grease any moving parts (e.g. where the shaft
turns) regularly.

3  Check chain links regularly.

4  Prevent animals from approaching or children
from playing nearby.

5 Do not allow water to stand and become
stagnant.

6  Slash grass around wells.
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7  Ensure that wells are used only for drawing
water; provide another place for washing pots,
clothes, small children.

\
8 Provide m@&"‘g *
adequate
drainage
around the /
well. = DN 7 //'/
9  Keep the % / ’ "'""/7)/,
water '///// ﬁ( Ng// //// nmlhw . 0||H
channel free
from litter, = EF—y
leaves, etc.
Educate the community on ==
> matters of hygiene relating to Water
> water-borne diseases
> how to minimise health hazards.
Arrange for someone from the local DHI’s office to give
a talk to the community on health and hygiene.
Solar Light

1 Keep the battery electrolyte at the correct level.
2  Add only distilled water.

8  Keep the terminals clean, tight and greased
with Vaseline.

4  Replace blown tubes.

5  Clean all wires and tighten connections annually.

* Every project must have a Maintenance
Committee.

*  Repair any damage early. It will save money
later.

*  Educate the community to look after their
buildings and facilities.

* It is YOUR responsibility to keep them in good
condition.
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Completion

Completion

MNP
COMPLETION]
CERTIFICATE

The End of the Project
The Completion Certificate
Congratulations!
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Project completion means that:

>  all targets are physically finished

> the final justification of funds has been
accepted by MPU as satisfactory

The Regional Officer will himself inspect the project
and make sure that all your targets have been
physically completed.

In Lusaka the Justifications Officer will verify that

> your final Justification is satisfactory

> you have justified 100% of all the funds you
have received

MPU Lusaka will prepare a Completion Certificate
and send it to the Regional Officer.

He will copy it and obtain the signatures of all the
relevant institutions.

You will receive yodr own fully signed copy.

It is proof that you have fulfilled the
- Financing Agreement which you signed.
Your contractual obligation to MPU is over.

Copies are also sent to the

> Provincial Line Department
District Line Department
District Council

Provincial Planning Unit

v v vV

MPU Headquarters
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Completion

If the project was a school or a Health Centre, the
building may be handed over officially to the
relevant Ministry for

> staffing and

> the provision of regular essential supplies (e.g.
drugs)

BUT, even when the building has been handed over
to the Ministry for those purposes, it still belongs to
you, the Community.

You have built it.
Now you will use it.
You must maintain it.

Be proud of your achievement.
CONGRATULATIONS!
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MANAGEMENT
Chart
Labour
People
Project
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MATERIALS
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Theft of

MONITORING

MPU LUSAKA

MPU COORDINATOR

OFFICIALS
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DEO
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PROJECT - IMPLEMENTATION
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REINFORCEMENT

REPORTS
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RETAINER/RETENTION
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42, 55,76
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TARGET
Staggering

Implementation Work Programme
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