Implementing the Community Plan
Action for Empowerment

“Following the plan means doing the project”
In the community preparation phase, at least two documents should have been prepared (i.e. by the executive) and approved (i.e. by the whole community). These are: (1) The CAP (Community Action Plan) or Plan of Action, and (2) The Project Design (which may or may riot have been used also as a proposal). Unless these are changed by the executive and the community as a whole, they should be referred to often, especially if a dispute, or question of what to do next, arises. The project design should be seen as linked to, and part of, the community action plan. 
Your job is not to implement the plan, but facilitate the community to do so. 
Ensure that the people designated to do specific tasks do so. Ensure that monitoring is carried out. Ensure that there are frequent meetings of the executive (where progress reports are discussed) and meetings of the whole community. Ensure that accurate records are kept, especially of all financial expenditures. Assist the executive in recording the monetary value of their management contributions (how many hours do they spend in meetings, planning, supervising, implementing, and what is the monetary value of their donated time and energy?). This means many meetings between you and the executive, and a few public meetings with the whole community.

Community Generated Needs Not Agency Generated Needs

 As soon as the project begins, executive members become more aware of new skills they need.

 While the project is underway, the community and its executive will realize they need new skills.

Some of those skills may be artisan, craft or technical skills, such as carpentry, masonry, electric wiring and others necessary for construction. Others may be financial, planning or management skills, such as keeping accounts, fund rue report writing, conflict resolution, communication skills, and supervising and managing the activity. Training ranges from informal to formal, on the job site showing skills by experienced to inexperienced, paid training (apprentice-style through workshops you organize, to sending participants to a commercial or Government training institute.

As much as possible, emphasize the informal skill training from resources inside the community. Older and skilled artisans who donate their labor to the community project should show younger unskilled youth how to do the work. Where artisans have to be hired, try to hire within the community if feasible, and include training of unskilled community members (male and female youth) as part of the hiring agreement contracts. Ensure that the executive records and response all informal training.

Where informal training is not possible, you might propose training workshop. You must have a budget, a source of funds, to cover the training costs. If such training needs are foreseen early by the executive it should be encouraged to include a training proposal in its community project design. 

Depending upon your budget, and the policy of your agency or programme. You may have resources for sending some people for more formal or institutional training. Your task is to ensure that the training is approved by the whole community, has an appropriate and needed subject matter for the community project, and is not just a means for giving a perk to a crony. Ensuring that the choice of participants and choice of topic is approved by the whole. Community will help avoid suspicions of favoritism by you or the executive. 

Whatever the training, while the project is underway, ensure that the choice of participants and topics or skills transferred, are needed by the community, approved by the community as a whole, monitored and recorded, and included in progress reports.

Needed skills What the CIC will likely to identify

“Even before the executive identifies new needs for skill training; you should be prepared to provide some of them”

Although you do not dictate the needed training topics to the community or its executive, you should be prepared to assist it if they themselves identify tarring needs as they go along (See: Preparing a Workshop about the importance of justification).--Here 1s a short list of some possible training topics that may arise.

 Accounting, CBR; Group Dynamics; Monitoring; Project Design; Brick Making; Communication; Management; Planning; Repost Writing; or Carpentry; Fund-raising; Mobilizing;  Primary Health; Social Work. 

You may not be skilled enough to train in some of these topics, so you need to identify other specialists and resource people who could do the training with you. You may find it necessary to show specialists how to engage in participatory 

Communication between Executive and Public

Pro-Active Transparency

“Acton must not be secretive; the community members must know what is going on” 

Just as in your own work of mobilizing you need to be transparent, facilitating not dictatorial, and involving the community in decision making, so you should also encourage the executive to be the same towards its community. For maintaining good communications between the community and its executive, if carried out frequently, three useful methods are meetings, reports, and inspections 

Public community meetings are the most important means of ensuring a good flow of information between the executive and the community as a whole (Elaborate meetings may include celebrations noted in the next section). At meetings you want to encourage and train the executive to take a facilitating role as you have been doing as a community development worker. They need to develop good public speaking skills, avoiding speeches, lectures, sermons or pronouncements, learning lo draw responses out of the participants. That two way flow of information ("dialogue" means "two-way"), assists in increasing transparency and promotes good governance, participatory management and democracy. 

Reports are important, too. They should be well written in very simple language and should be verbally announced at community meetings. Seek community responses- inspections, where the community members walk around the project site with the executive, also encourage good communication and transparency. 

Posters and pasted notices can assist in a good flow of communication but should not be used alone. They can complement public meetings but not substitute for them. They may be focused on raising awareness, or on reporting the results of project activities. A statement of accounts, including income and expenditures, posted on the clinic or school while under construction improves transparency.

The important thing for you, as community development worker, to emphasize is to encourage good governance, participatory management, integrity, transparency, by good communication between the executive and the community as a whole. The degree to which you have learned facilitation methods of leadership contributes to the degree to which you can encourage and train the executive and the community leaders to learn and use them too. 
