CLCWA Advisory Board Meeting series: August 27 2007

Cooordinating a very demanding project implementation
In attendance:

Francis Cardinal~ CLCWA regional Coordinator

Dan Herman ~ former Youth Initiatives Coordinator, Sierra Leone

Jocelyn Sweet ~ former Development and Communications Coordinator, TIG

Linda Remy ~ TIG (Youth Initiatives Coordinator) / OSIWA (ICT/Media) intern

Fred Barlue ~ Barlue National Coordinator of CLCWA Liberia

Sessi Hounkanrin ~ Francophone Engagement & Regional Coordinator, TIG

Brief Background

Regionally and nationally, this project’s coordination with its intense workload and full activity agenda is a risk factor for the project’s proper implementation. There is an immediate need for action and reassessment. How can a coordinator, with the little means provided, properly run all planned project activities AND everything else that comes with the need of being sustainable within just a few months. 
Activity agenda: The coordination teams have dual activity agendas; first, implement and get the ‘machine’ going (networking, localization, promotion, partnerships, sustainability, material development etc.) but then, simultaneously, they have to actually prepare, promote, run and evaluate all the project’s public activities (ToT, trainings, national youth meetings, newsletters, online Chats, reports, general coordination, Open forums, etc.) Building themselves a support coordination team was a solution but still, we need to find a balance and get everything done at the same time. This workload is huge a now a risk factor. Public activities are important for evaluation and short-term outcomes, project implementation activities are also very important for long-term sustainability and impact. 

Re-evaluating expectations: Consequently, an optimistically high workload raises an important question which is: Should we not, at this point in the project’s progress, seriously re-evaluate our overall expectations? And if so, what would be the process of doing so? 

Coordination: On a more personal note, as I fully realize and accept the overload of work, I am finding it hard to make sure my constant communications (modifications, guidelines, inputs, questions etc.) are read, considered, understood or dealt with. Generally, how do I find the necessary constant and rigorous coordination communication with national teams taking under consideration their workload? 

I. Questions Asked (theme-based):

a. PROJECT ACTIVITY:
How has the project activities load up to date been a threat to the project implementation?

· The workload is tremendous and there is a risk that this load may affect the capacity of the project 
b. AGENDA ACTIVITIES

What have been some of the activities that have contributed to the work overload?

· The coordination teams have dual activity agendas: first, implement and the ‘machine’ going (networking, localization, promotion, partnerships, sustainability, materials development etc.. Second, the team has to actually prepare, promote, run and evaluate all the projects’ public activities (Tot, trainings, national youth meetings, newsletters, online Chats, reports, general coordination, Open Forums etc…)

· Building a support for the coordination team in order to help them find a balance in order to be efficient and productive

· The public evaluation are as an important component as any in helping to indicate the level of success for the short-term activities and long-term sustainability probability
c. RE-EVALUATING EXPECTATIONS

Consequently, an optimistically high workload raises the issue of: Should CLCWA at this point in the project progress re-evaluate the overall expectations? If so, what would the process of doing so be?
· Uniting the team to find new network methods was another way to bridge the gap between expectations of the project and workload
· As youth ourselves, and all new to this style of project, it is acceptable that we make errors and it is seemingly taking us a long time to recuperate from these errors. We need to find ways to quickly overcome these mistakes and/or use them constructively (to the advantage of TIG)
· The project page concept needs re-modeling so that it is being used effectively and efficiently
· Logistics and administrative requirements needs to be readjusted
d. COORDINATION COMMUNICATION: TIME MANAGEMENT SOLUTIONS TO EXCESSIVE WORKLOAD
(It was proposed that this be solved by involving Linda, the intern, in this capacity, tbd)
· Possibly involve the partners/collaborators on the field, like OSIWA, to help in building capacities towards sustainability
· A good outcome is to review host partner performance against expectations and agreements. The coordinators were carefully recruited so perhaps looking into human resource as a way to quell communication and workload issue
II. BARRIERS:
· Organisational, time and financial management issues

· Developing a system in trying to get all the team on the same page

· Time managing the number of people working on this project- ‘managing people’

· Getting the entire team on the same page regarding issues of the project

· Producing concrete results seems to be the COMMON BARRIER

· Influx of mail is concerning because it lends to a heavy work load, the coordinators are finding hard to be productive and fulfill other responsibilities (e.g. developing other activities to support the project like the Newsletter)

· Communication between the coordinators is non-existent- how to rectify the situation besides using the monthly report?

· ‘Highly Engaged’ youth seem to dominate the scene and don’t draw out the demographic representation of the defined target group

· Find ways to converge the many responsibilities, tasks into prioritized investment
III. SOLUTIONS:
· Getting a birds eye view of project basic objectives and activities will help in to sort out time management issues
· Find a great team of motivated players on your team for support which help with delegation issues and steering the activities towards the project goal
· Gathering of or collaborating with a volunteering base
· Useful investment in human resources may be certifying and training coordinators on Time and Project Management  (develop a budget)
· In order to propagate communication between and among coordinators and advisors, create a cross-country CLWA exchange
· Developing tools of empowerment, motivation and action
· Creating a budget for local and national travels (e.g. planning to bring all the coordinators together for a session)
· Teams should develop personal and professional challenges- present them to the liaison in ways of thinking of a solution
· Producing quick reviews for catch-up purposes (as opposed to long documents)
IV GOALS:

Trying to control the unknown and exterior factors are too vast; focusing on finding a solution for barriers that are easily dealt with is better. Trying to find out the matching lasting solutions to the major challenges that are hindering project productivity

