
SF PROGRAM MANAGEMENT GUIDELINES (October2019) 

BETTER SERVICES, PEOPLE’S IMPROVED LIVES 

 

1 INTRODUCTION 

In the framework of its institutional reform, the ELCRN has endorsed a 5-year Strategic Plan 

which aims at setting its development scheme on a clearer and well-defined path.  

In the same light, the Solidarity Fund (SF) Program has undergone a structural and operational 

reform. It has just devised a Strategic Plan which embraces the years 2021-2025, with an initial 

pilot phase in 2020. The Plan is in line with the Plan of the Church, the Development Plan of the 

country and the Harambee Prosperity Plan (HPP), as well as the United Nations Sustainable 

Development Goals (SDGs). 

It aims at ensuring more performance in projects and partnership activities, the ultimate goal 

being to see positive changes in the lives of ELCRN communities, thus contributing to national 

prosperity. 

2. KEY CONCEPTS IN PROJECT MANAGEMENT 

2.1. A Project 

 “A project is a series of activities aimed at bringing about clearly specified objectives within a 

defined time-period and with a defined budget” (European Commission’s Project Cycle 

Management Guidelines). 

2.2 Project Cycle Management 

PCM is “a methodology for the preparation, implementation and evaluation of projects and 

programs based on the principle of the Logical Framework Approach” (EC) 

2.3 Project Management 

 “Project management is a process of leading a team of capable people in planning and 

implementing a series of related activities that need to be accomplished on a specific date with a 

limited budget’ (USAID). 

3. OBJECTIVES OF OUR GUIDELINES 

The present Guidelines aim at providing a framework for action and direction to SF staff and 

stakeholders. 

The present Guidelines’ ambition is to provide readers and field actors with the necessary 

information that will help them to grasp what project management is. 

We believe that a clear definition of roles and responsibilities will enable stakeholders to have a 

better knowledge of what is expected from them and help them to stay focused on goals and 

objectives. 
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4. GUIDELINES 

4.1 Concerning Projects 

4.1.1 Projects implemented through SF shall have a holistic transformational perspective 

with tangible results in the following key areas: 

Spiritual development: Our projects shall transform people’s lives spiritually 

- They provide spiritual care to the poor and needy 

- They foster spiritual development to children, teenagers, young adults, adults and seniors, as 

well as special groups (ex-convicts, actual prisoners, school children, medical patients, street 

children, single-parent mothers, victims of domestic violence…) 

- They spiritually empower individuals and groups 

- They provide chaplaincy services (hospitals – prisons – schools – armed forces – street 

children…) 

- They promote the Gospel. 

Human development: Our projects shall transform people socially 

-They promote solidarity among individuals and communities 

- They fight juvenile delinquency, restore hope and cure psychological wounds 

- They assist people with disabilities, special needs, victims of hazards and natural disasters 

- They fight against all forms of poverty. 

 - They empower people and help them develop their full potential (i.e. bursaries, training, 

education, workshops, seminars, youth exchange…) 

Economic development: Our projects shall transform people and structures economically 

 -They contribute to self-reliance 

- They empower people economically and foster economic independence 

- They promote women and junior entrepreneurship 

- They contribute to ELCRN’s integrated sustainability 

Environmental protection: Our projects positively preserve God’s creation 

-They contribute to address climate change challenges 

- They educate the youth on environmental protection 

- They help to reduce carbon emission at local and domestic levels 

- They help farmers to adapt to climate change 

- They promote the utilization of renewable energies at local level. 

Partnership development: Our projects improve relationships between different cultures 

Our partnership is based on love, mutual respect, trust and shared responsibility 

Our projects foster partnership relations at local, national and international levels 
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-They help to build bridges and they encourage exchange between youth and women groups, 

pastors, parishes, circuits and institutions 

- They help people from diverse origins to learn from each other and share ideas, experiences 

joys and sorrows 

- They promote mutual understanding between communities through joint programs 

- They address global issues facing our communities, irrespective of boundaries. 

NB: Advocacy and Communication projects (cross-cutting activities) apply to each of the above areas. 

4.1.2 SF shall promote four projects categories: 

- Regular “development” projects aligned with the above key priority areas: They aim at 

improving people’s lives and bringing positive changes… These projects are funded thanks to a 

“common basket” where funds from partners are channeled 

- Emergency Projects: They aim at providing one-off support to groups or communities who are 

affected by sudden natural and/or man-made disasters (drought, fires…) 

- Earmarked Projects: Some international and national partners may decide to fund a specific 

project of their choice. In that case, money sent to SF does not go into the “common basket”, but 

is rather channeled to a specific account called Earmarked projects account 

- Income-Generating Projects: The focus here is to generate revenues to help project staff earn 

some income. It is expected that the parish or the deanery shall also benefit from these projects 

in order to cater for operational expenses. Likewise these projects shall enable youth and women 

groups to start activities that contribute to their economic independence. 

4.1.3 SF shall put in place an appropriate project/program coordination system 

The Program Management Office adopts a management approach based on the steps below:  

- Project selection 

- Project funding 

- Project implementation 

- Project monitoring and coordination 

- Project evaluation 

- Reporting. 

The Program Management Office ensures five key services: 

- Technical assistance to Governing Board members, PMO staff and field stakeholders 

(Circuit committees, project administrators…) especially in project management 

- Proper coordination of projects and institutions handling projects (through  constant field 

visits, telephone exchange, meetings and decentralized workshops) 

- Facilitation and coordination of partnership relations  

- Relay services to channel funds and information to stakeholders 
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- Mobilization and control of the use of collected funds. 

All projects goals apply the SMART approach and include the following quality criteria: 

- Relevance  

- Feasibility  

- Effectiveness  

- Proper management. 

NB: SMART: Specific – Measurable-Achievable – Reasonable-Time-bound. Please see Attachments. 

4.1.4 SF shall put in place appropriate structures and staff  

Effective strategic and operational structures at central level namely 

-A Governing Board with 11 members selected for their experience, competence and 

commitment to the development of the ELCRN 

-A Program Management Office headed by a Program Management Coordinator and equipped 

with three staff members (Projects Officer, Administration and Finance Officer, Marketing and 

Fundraising Officer) as well as logistics to perform coordination activities and to serve as relay 

center for all funds transfers. The staff will be put in place gradually. Volunteers from partner 

churches shall be welcome. 

The Program Management Office shall make a Needs assessment of GB members and PMO 

staff and organize capacity-building sessions for those who may lack skills for development 

work. Skills upgrade prior to launching projects shall also be considered for projects 

administrators. 

The Solidarity Fund shall permanently establish sound working relationships with church 

operational instances at field level (Circuit Program Committees, Project administrators). 

Besides, it shall establish/strengthen partnership relations with other non-church bodies 

(government, non-governmental organizations, private companies…). 

The Solidarity Fund shall organize projects conferences and field visits in order to encourage 

experience sharing and benchmarking.  

It shall organize communication activities and capacity-building workshops.  

It shall also organize annual projects contests to encourage project excellence and best 

management practices. 

Finally, it shall launch a one year transition phase in order to start pre-activities and learn from 

eventual mistakes. A self-evaluation shall be organized by the Governing Board at the end of the 

transition phase. This will help to fine-tune the details of the 2021-2025 Strategic Plan. 
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4.1.5 SF shall instill a program management culture  

SF adopts and promotes the following Core values  

- Team Work: “As each has received a gift, use it to serve one another, as good stewards of 

God's varied grace”. 1 Peter 4: 10 

-  Inclusiveness: “But when you give a feast, invite the poor, the maimed, the lame, the blind and 

you will be blessed because they cannot repay you.  You will be repaid at the resurrection of the 

just”.  Luke 14: 13-14 

- Transparency: “Therefore, having put away falsehood, let each one of you speak the truth with 

his neighbor, for we are members one of another”. Ephesians 4:25. 

- Accountability: “I the LORD search the heart and test the mind, to give every man according to 
his ways, according to the fruit of his deeds.” Jeremiah 17:10. 

 

SF adopts and promotes Quality Program attitudes 
- Working for results: specifying goals to be reached at reasonable costs and within 

realistic timeframe  

- Beneficiaries/customers orientation: clearing identifying and addressing the needs of 

beneficiaries 

- Participatory approach 

- Continuous learning and improvement 

- Self-reliance  

- Self-sustainability (the ultimate goal). 

 

4.2 Concerning Partnership 

4.2.1 SF shall technically assist on-going partnerships at local, circuit and national levels 

-SF is a resource center that collects and disseminates information to Program Committees 

-SF provides technical advice to Program Committees for impactful partnership relations 

-SF provides information on effective partnership implementation  

-SF helps to disseminate information concerning partnership at all levels, using mail, flyers, 

newsletters, website and even telephone calls. 

-SF initiates visits to Circuit Program Committees and helps them to operate effectively. 

4.2.2 SF shall encourage the establishment of partnership initiatives at various levels 

-Partnership at local level between parishes and between circuits  

-Partnership at national level between institutions  

-Partnership at continental level between the ELCRN and sister churches 

-Partnership at international level between the ELCRN partnership groups and international 

sister churches partnership groups. 
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4.3 Concerning Finances 

4.3.1 SF shall consider resource mobilization as a driving force to achieve its project goals 

SF encourages local participation and project sustainability 

- SF supports fundraising events at circuits, national and international level 

- SF encourages communities to organize Partnership Sundays to raise awareness about 

partnership together with fundraising 

-SF promotes sustainable attitudes through workshops, awareness-raising activities and the 

introduction of a sustainability component in development project proposals. 

4.3.2 All Funds collected by SF shall be managed in an efficient way 

- A funds allocation policy that promotes fairness and equity is put in place by SF 

- All projects comply with budget lines/amounts and avoid overspending  

- Development projects shall be funded for a period of five years. They shall have an income-

generating arm that will help to secure continuation after SF withdrawal 

-  Funds are secured for Income Generating Projects for not less than five years 

- All projects administrators open specific bank accounts for their projects  

- Projects financial records are properly kept for a minimum period of ten years. 

4.3.3 Funds received by both SF and projects shall be accounted for 

- Project administrators produce regular financial reports  

-Projects accounts are validated by a registered bookkeeper and Solidarity Funds accounts are 

audited annually by a registered auditor. Auditors shall be changed after four years.  

- Projects administrators and financial accountants comply with the UEM Code of Conduct 

against Corruption and for Transparency as well as the Guidelines for Treasurers 

-SF liaises with Circuit Committees to look for effective ways of disseminating information on 

partnership right down to the congregations. 
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5. OPERATIONAL PROCEDURES 

5.1 SOLIDARITY FUND’S GENERAL OPERATIONS 

5.1.1 At central level 

The Governing Board 

It is responsible for the management of the Solidary Fund mechanism. It oversees the activities 

executed by the Program Management Office.  

Composition: It is composed of 11 members:  

- Three “de facto” permanent members: 

o The Chair Person of the Governing Board (ELCRN General Secretary)  

o The Finance Supervisor (ELCRN Finance Director) 

o The Program Management Coordinator (former Partnership Coordinator) 

- Eight rotating members (two-year term): 

o Two Deans nominated by the Governing Board  

o 6 Lay people who are Chairpersons of the Circuit Program Committee. Their term 

can be renewed once. 

The Board shall include at least three women and two young leaders. 

Meetings: The Governing Board shall hold a statutory meeting every trimester. Extraordinary 

meetings may take place if needed, especially in case of emergency situations and/or severe 

project management conflicts. 

Invitations to attend statutory meetings shall be signed by the Chair Person and channeled to 

Board members two weeks before session by the Program Management Coordinator. 

For a session to take place the Governing Board shall have a minimum of six members, with a 

mandatory presence of the Chair Person, the Finance Supervisor, one Dean, two Lay Leaders 

and the Executive Secretary. 

Decisions shall be taken in a participatory and constructive way. In case of equal votes (“Yes” 

and No’s”), the Chair Person will have the last word. 

Minutes of Board sessions shall be prepared by the Program Management Coordinator and 

channeled to the Board members and the Administrative Board of the ELCRN within two 

weeks. 

The Program Management Office is the operational arm of the Solidarity Fund. It coordinates 

all ELCRN projects funded by the Solidarity Fund and also acts as an Advisor to Circuit 

Program Committees as regards partnership relations. 

The Program Management Office 

It is composed of: 
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- A Program Management Coordinator tasked with, among others: 

o Coordinating ELCRN projects in the field 

o Organizing monitoring and evaluation projects meetings and channeling progress 

reports to the Governing Board, the Administrative Board and international 

Partners 

o Providing technical assistance to Board members, Circuit Committees members and 

Project Administrators (refresher courses- capacity-building workshops…) 

o Assisting Project Administrators in proper proposal design (if requested) 

o Providing guidance and advice to Program Committees  

o Channeling funds to projects. 

- Three assistants (Projects Officer – Administrative and Financial Officer – Marketing and 

Fundraising Officer). 

The Program Management Coordinator and the three assistants shall be appointed by the Church 

Council. 

5.1.2 At Circuit level  

The Circuit Program Committee  

It is composed of: 

- A Chair Person 

- A Deputy Chair Person 

- A Treasurer 

- A Deputy Treasurer 

- An Administrative Secretary 

- A Deputy Administrative Secretary  

The Circuit Program Committee is tasked with, among others: 

o Monitoring projects implemented in circuits  

o Providing advice and guidance to projects administrators 

o Ensuring project successful implementation. 

o Reporting to the PMO. 

The Chair Person of the Circuit Program Committee is a member of the Governing Board. 

5.2 PROCEDURES FOR PROJECTS 

Calls for proposals: Every year (September 1-10), the Program Management Coordinator shall 

send correspondence to the Chairpersons of the Circuit Program Committees with copies to 

Deanery and Heads of Institutions. This process does not apply to earmarked projects. 

Proposal writing: The Circuit Program Committee shall decide on the key problem to address 

and the Chair Person of the Circuit Program Committee shall present it to the Circuit Council.  
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Then local task forces shall within three months (September-November) prepare the required 

documents. The project proposal shall include: a situation analysis and project justification, a 

problem analysis and objectives description, an action plan, a budget and sustainability measures. 

Applications for developments projects shall come from the institutions and applications for self-

reliance/sustainability shall be produced by Circuit Program Committees. 

Submission of Applications: When all documents are ready, Circuit or Institution representatives 

shall send their application files by post/e-mail to PM Coordinator. They may also personally 

deposit files at PM Office. PM Coordinator shall immediately issue an Acknowledgement 

Receipt (by mail or to the representative).  

Application files shall include the following: 

- A letter of endorsement by the Circuit Dean 

- A project summary 

- A project proposal using the attached format (narrative and financial information) 

- A Commitment for Best Management Practices 

- A Financial Contract. 

For income generating Projects, a simplified Business Plan shall also be required. 

Proposal Eligibility: The Project Management Coordinator shall draw a list of all incoming files, 

and then fill in an Eligibility Form that he/she will submit to the Governing Board members for 

validation during the next selection session. When the Chair Person has decided on meeting date, 

the PMC shall issue invitation letters, at least two weeks before meeting date. 

In order to be eligible, proposals must meet the following requirements: 

- Parish compliance with Church resolutions (payment of 40% contribution to ELCRN budget) 

- Letter of endorsement by Dean or Head of Institution  

- Problem in line with one priority areas of Solidarity Fund Strategic Plan 

- Respect of Application format  

- Budget within Solidarity Fund agreed range  

- Submission of all required documents. 

Proposal Selection: Governing Board members shall receive a copy of all received files (eligible 

& non eligible) along with the Eligibility Form.  After validation the Governing Board members 

shall start scrutinizing proposals. They will utilize a Proposal Assessment Form to that end.  

The Proposal Assessment Form contains 05 criteria and 28 questions for development projects 

(33 questions for Income Generating Projects). 

Criteria are: 

- Project justification 

- Project relevance  
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- Project implementation 

- Project follow-up and evaluation 

- Project sustainability. 

A Logframe shall be attached to the proposal to outline the intervention logic of the project. 

The selection session shall take place at the beginning of December. Besides, GB shall agree on 

annual funds limits per area & category. The outcome of the scrutiny exercise shall be 

communicated to the Circuit Program Committee within three days. 

Proposal Funding: When the application is accepted, available applicants shall sign the 

necessary documents on the spot with the Governing Board Chair person and the Program 

Management Coordinator. A contract signing ceremony for approved applications shall take 

place within one week after the session. Details of the funds shall be provided and the Program 

Management Coordinator shall ensure that the money is deposited in the project account within 

one week. Only exceptional cases shall justify any delay. 

Project implementation: The Project Administrator and collaborators shall now start the 

execution of the project according to the Action plan. He/she shall have ensured that the working 

team has the necessary skills for the project. 

Project monitoring: The Project Administrator shall hold weekly meetings with his/her 

collaborators, in order to assess the progress of the project and eventually to improve upon 

strategies. He/she shall use a monitoring checklist to that effect, write and forward quarterly 

progress reports to the Circuit Program Committee.  

Project Evaluation: The Project Administrator shall organize annual evaluation meetings to 

which he/she will invite a sample of project beneficiaries as well as project team and Circuit 

Committee members. Annual results and lessons learnt shall be discussed openly. 

Reporting: The Project Administrator shall send minutes of the meetings especially quarterly 

and annual narrative and financial report to the Circuit Program Committee Chairperson and the 

Program Management Office. The financial component of the report shall be certified by a 

registered bookkeeper or auditor. 

At Program Management Office level, coordination meetings will be held every semester with 

projects administrators in order to assess projects’ progress and eventual challenges, and to look 

for the way forward. The Program Coordinator shall use a monitoring/evaluation checklist in this 

regard. 

The PM Coordinator shall organize an evaluation session at the end of the year (November). A 

comprehensive report shall be forwarded to the GB, the Administrative Board and to the 

Partners. 

Please refer to attachments for more details 
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5.3 PROCEDURES FOR PARTNERSHIP 

5.3.1 Principles 

- Partnership can be established between groups, circuits, institutions, and the ELCRN and sister 

structures at local, circuit, institutions, church, continental and international levels. 

-The PMO shall coordinate the process in order to ensure effective and successful relations. 

5.3.2 Process  

Alternative 1: Direct links between partnership groups. 

Two groups can initiate contacts directly in order to establish partnership relations. Copies of 

their mails shall be sent to the Program Management Office for information. 

Alternative 2: Using the PMO as the partnership coordination office. 

Initiation phase: The requesting group sends a request for partnership to the Program 

Management Office. 

The PMO draws a shortlist of potential partners from its Partnership Database and forwards the 

request to the potential partners. Contacts are then established between the two parties. Copies of 

their correspondence shall be e-mailed to the PMO for information. 

Signature phase: When the two parties agree to establish partnership relations, they sign a 

Partnership Agreement. Circuit agreement shall be signed by the circuit dean and co-signed by 

the ELCRN General Secretary.  

Church and diocese agreement shall be signed by the ELCRN Administrative Board. 

The Agreement shall include: The names and titles of signing officers, places and dates - the goals of 

the partnership - its scope - the expected programs and key activities -the schedule for reports –the 

communication channels-the evaluation process - the duration of the partnership Agreement – the 

conditions for Agreement renewal and Partnership termination. 

Implementation phase:  After signing the Agreement, the two partners agree on an Action plan. 

Then they start rolling out the plan. Activities shall include:  joint annual prayer themes, groups 

visits, pastors’ visits, spiritual retreats, prayer alerts sharing (for emergency situations) and projects. 

Various communication channels and church events (i.e. Partnership Sundays) shall be used to 

ensure visibility to the partnership. These events shall also help to raise funds. 

Monitoring: The Program Management Office shall initiate quarterly visits of Circuit Program 

Committees in order to assess the quality of the partnership relations and to provide guidance.  

Reporting and communication: Both partners agree to share their experiences and activities 

through regular reports which shall be produced on a semester basis. Copies of the reports shall 

be forwarded to the Program Management Office for information.  
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Termination of partnership relations: Should one party decide to terminate the partnership 

relations, it shall inform the other party at least three months in advance. E-mail copies of the 

correspondence shall be sent to the PMO. All assets acquired through the partnership shall be 

identified and transferred to the ELCRN. 

5.4 PROCEDURES FOR FINANCES 

5.4.1 Types of accounts  

For better funds management and transparency, the Solidarity Fund shall put in place the 

following accounts/sub-accounts: 

- Development projects and income generating projects account 

- Earmarked projects account. This account will be available to any donor funding earmarked 

for specific projects. 

5% of the collected funds for development and earmarked projects shall be used for capacity-

building and awareness-raising activities as well as administrative expenses 

- Emergency projects account: 2 % of all incoming funds are used to fuel this account 

- Investment fund account: 2% of all incoming funds are used to fuel this account 

Any partner support to these two accounts shall be highly appreciated. 

No money shall be withdrawn from Emergency and Investment accounts during three years. 

At the beginning of the fiscal year, the Governing Board members shall decide on floor-ceiling 

amounts to be allocated to each project area and category. 

5.4.2 Processes      

Funds collection and transfers: Funds collected locally and internationally shall be deposited 

into one of SF accounts. 

Funds from German partnership groups and districts shall be channeled through the UEM head 

office in Wuppertal to the Solidarity Fund’s dedicated account in Namibia. A transfer 

notification shall be e-mailed to the GB Chairperson, the Finance Advisor and the PMO. 

After having received confirmation from the bank, the PMO shall within three working days 

send to UEM a letter acknowledging receipt of funds, with copies to Chair Person and Financial 

Advisor. 

Earmarked funds shall also be channeled to the appropriate Solidarity Fund account. They shall 

be acknowledged immediately by the Solidarity Fund.  

Funds Disbursement: For development projects and IGPs, funds shall be transferred to the 

Circuit Program Committee (CPC) account within one week after the signing of necessary 

contractual documents.  

The CPC shall be responsible for the payment of the project running costs and the purchase all 

the necessary equipment. 
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Transfer requests shall be made by the Project Administrator; the Chair Person and the Treasurer 

shall do the approval and authorization. 

At the level of the SF, the PMO Financial Assistant does the request. The GB Chair Person and 

Financial Advisor do the approval and authorization. 

In order to promote equity and encourage self-reliance, SF has decided that each Circuit shall 

have a successful Income Generating Project. After 4years of operations, the IGP shall plough 

back 5% of its benefits annually to SF’s Investment Fund account. 

Records and Reporting: Each project shall have a registered bookkeeper tasked with recording 

and filing financial transactions documents. Narrative and financial project reports shall be sent 

to the Circuit Program Committee Chair Person and to the Program Management Coordinator. 

Institutions shall produce annually audited financial reports. 

At PMO level, Solidarity Fund accounts shall be certified annually by an independent auditor. 

The auditor’s report along with SF narrative report shall be channeled to the ELCRN 

Administrative Board and to international Partners within three months after the closure of 

financial year. The auditor shall be changed every four years. 

Capacity-building: The Program Management Office shall draft an internal Accounting 

Procedure Manual. It shall organize capacity-building workshops for Project Administrators and 

CPC: financial procedures, UEM Code of Conduct against Corruption as well as Guidelines for 

Financial Treasurers shall be some of the topics. 

6. CONCLUSION 

A new era is starting at the Solidarity Fund, an era of hope and promises for more action for the 

communities and, above all, positive changes that will be generated by development and income-

generating projects. 

The ultimate goal is for the SF to contribute to the ELCRN’s financial self-sustainability. But 

this goal implies the adoption of long-term strategies with the following achievement levels: 

- achieving self-reliance through successful income-generating projects,  

- fostering sustainability attitudes among project administrators and other stakeholders 

(beneficiaries, parishioners, community at large) and 

-  promoting integrated self-sustainability (spiritual – economic – social and environmental). 

This is a long process. We believe in the future of the ELCRN. We are convinced that together, 

we can do it.                   

                                                                                           Windhoek, 16th October 2019. 


