
 

 

Introduction 

For General Project Development, 

Fundraising & Marketing help &  

advice contact: 

John McCallum, Near Neighbours 

Tel:  0116 247 8813 

Email: nearnei@gmail.com 

St Philip’s Centre Ltd 

2A Stoughton Drive North,  

Leicester LE5 5UB 
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Why Write a Plan  

for your Project 
Primary Reason - Internal Use  

You need a written plan so that your 

faith based project can effectively 

manage activity and achieve its aims. 

Secondary Reason - External Use 

You also need a written plan so that 

you may offer quality information to 

funders and other external decision 

makers you wish to influence. 

 

Faith Based Project Planning 
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‘If you don’t know where you are going you are sure to end up 

somewhere else’ is a legendary quote from the famous author 

Mark Twain that has real insight contained in its words  

applicable to all faith based organisations. (See Near Neighbours 

Toolkit in this series on ‘Vision Development’). 

Places of worship and faith groups often launch into activity for 

social need because of the passionate calling they have from 

their faith teachings and their wish to help people around them. 

This motivation will often help them to go further than other  

organisations but it is also a common reason for failure in that 

they haven’t stopped to think of the costs, both personal and 

financial that are involved in what they want to do.  To help  

explain, encourage and direct a faith based activity, a plan of 

some sort will normally be needed and this toolkit offers ideas 

and examples of how planning activity might be used by faith 

communities to help them ‘know where they are going’ with  

a project. 

Every funding source including individual donors, grant making 

trusts, companies and governmental agencies require a project 

to demonstrate in some form or other that it has a plan for its  

activity and the effective management systems to support that. 

This can range from simply listening to someone from the faith 

based organisation who can explain their project, to reading 

complex written documents about their activity. While not  

everyone will ask for a ‘Business Plan’, this is a generic term used 

for all sorts of written plan, much of the information  

contained in it will be needed by anyone who considers  

supporting your cause.  Many Faith and Voluntary sector  

organisations struggle with the term ‘Business Plan’ as they see 

themselves operating in a way that has different values from a 

pure business model. Therefore your ‘Business Plan’ might be 
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Community  
Worker 

Project 

Manager! 

     2.                       

called something else such as an ‘Annual Plan’, ‘Project Plan’ or 

‘Action Plan’. 

Well-funded organisations are usually in that good position  

because they have an established planning system and format 

that is informed through annual reviews and updating of an  

initial document. There is no universal plan model and the shape 

and quality of the plan and supporting documentation can vary 

greatly from project to project. Whatever it includes, once  

written, your ‘Business Plan’ becomes an easily updated  

document that can evolve with your activity over time. Do not  

be surprised if you are rarely asked for a plan by external  

decision makers, instead they usually ask for information on  

application forms or in letter format. However, having devised 

this information for your annual plan, it will be much easier to 

include it in a grant application with the confidence that your 

faith group has already agreed the contents. 

The Definition of a Project Plan 

A wise faith based project manager once likened their plan  

document to a supermarket carrier bag. With a strong clear 

identity on the outside cover, it contains a range of good  

ingredients carried along together until particular combinations 

are needed to make up a recipe of information required by you 

and someone you want to inform and impress.  

This is a useful analogy because both the plan and the actions 

around it can become an extremely useful tool for the everyday 

operation of a project as well as the eventual presentation of 

information to an external decision maker. 

Too often, once completed, plans sit on the shelf and are  

forgotten about. But the wise project leader will keep an active 

plan as a reference tool and project governance will regularly 

refer to it to check if they are achieving what they originally set 

out to do. 

A Story of Why You Need a Written Plan 

In the mid-1980’s a young community worker motivated by faith 

was frustrated that places of worship in the local town were not 

doing much about disadvantaged people. Together with a group 

of friends, a plan was formed to use a redundant church building 

as a centre for working with people in which the local faith  

communities could then participate. A Charity was formed, 

Trustees appointed and the community worker was given the 

task of running the activities of the charity as project manager. 
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 But what’s 
the Plan? 

Never having done anything like this before they 

probably thought a ‘Business Plan’ was a street 

map of the local industrial estate and although 

passionately motivated they were very  

inexperienced. As the project manager began to 

get volunteers involved they started some basic 

work with people in need, ideas often coming 

straight out of the project manager’s head. Before 

long the Trustees began to get a bit nervous. As 

Trustees of a charity they realised they  

w e r e  l e g a l l y  

and financially  

responsible and 

while they trusted 

t h e  p r o j e c t  

manager they  

didn’ t  a lways 

know what was 

going on because 

the only plan was 

in the project manager’s head. So they decided to 

ask him to write a plan of action for the charity. 

Neither the project manager or they had ever 

really done anything like this before and in those 

days there wasn’t much advice around that made 

sense for a faith based project. 

 “Ok”, the project manager thought, “I will do a 

diagram that shows a process of development”, 

but once started realised it was becoming a  

bigger job than expected and needed more than a 

sheet of A4 paper (this was in the days before 

personal computers were commonly affordable).  

So the project manager drew out a plan diagram 

with coloured pencils on a sheet of plain  

wallpaper and put this on the wall of his office for 

the Trustees to view at their next meeting. Now 

at least the Trustees could see the project  

manager’s idea of what they needed to do. With 

very little alteration a 3 year plan was accepted. 

Now it turned out that very little of that plan  

was ever really achieved because circumstances 

changed, grants were offered for different things 

and new people with new ideas came on board. 

But the Trustees and the project manager got 

along a lot better because every time things 

changed they could view the plan on the wall and 

show the changes they had collectively agreed on. 

It also became apparent that external decision 

makers loved this plan because when they walked 

into the building they were able to see a very 

clear visual summary of the charities activity 

which for them was a lot more absorbable  

than reading lengthy written submissions.  

Over time the charity brought a computer and 

transferred much of its detailed planning activity 

to the PC format 

but they still kept a 

summary of the 

plan on the wall, 

this time on a 

whiteboard, where 

changes could be 

easily made. The 

project manager 

l e a r n e d  h o w  

important it was to share ideas, the Trustees  

realised that they could monitor things more  

effectively with a visual summary of their  

increasingly complex activity. They also  

understood that everyone involved in or being 

asked to fund the project would be able to  

absorb the plan information more effectively 

when it was clearly put up on the wall of their 

building. They now call this activity ‘White Board 

Planning’ and 30 years later the people involved 

train others in this simple planning concept that 

helps so many to understand the basic aims and 

activity of their organisation. 
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Plan Contents 

There is no single national standard of business planning and the 

content and format of a plan can vary according to the  

governance, tasks and outcomes it is written for. In the faith 

based voluntary sector the title ‘Business Plan’ is not always  

immediately comfortable to people who put a greater emphasis 

on their charitable aims and don’t want them to be confused 

with commercial motivations as the term ‘business’ suggests. It is 

also true that commercial business plan models often fall short of 

what a good voluntary sector business plan might contain.  

As already suggested faith based organisations often adopt  

another descriptive title for their plan. Whatever name you give 

it most plans in the faith based voluntary sector will demonstrate 

6 core elements that will be in line with your faith values.  

 

   4.   

Therefore the basic ingredients of a plan might commonly include the elements below so use this as 

a menu to choose the ingredients that fit your needs.  

 Introduction/Executive Summary – Generally a half side to a side of A4 that summaries the  

organisation and the key highlights of what the plan hopes to achieve 

 Constitution/Governance Identity – Stating if you are unincorporated or a charity or a  

company or other, plus any registration number and what Governance structures you have e.g.  a  

voting membership, board of trustees/directors, or a place of worship council 

 Mission/Vision Statement – No more than a paragraph on what is the motivation for your 

work and what issue it is trying to address. This should be something that is easily understandable 

and leaves a clear impression of the organisation and what it is about 

 Project History – a brief written summary or even a timeline of how long the project/

organisation has been in existence and key dates and achievements 

 Project Geography - This should include a description of the address/geography of where you 

operate e.g. On the Bloggsworthy estate, or for residents in Marketown 

 Description of Project Beneficiaries - their needs and your research with them to establish 

this, possibly a couple of paragraphs or more 

 

Planning -   

6 Core Elements: 

1. A clear vision and how  

      it developed 

2. Needs that motivate the  

      activity and how you  

      researched them 

3. How you will raise Human,  

      Physical and Financial  

      resources 

4. Project delivery methods that 

      are ethical, practical,  

      affordable, inclusive 

5. Sustainable, effective and  

      just management for the  

      long term 

6. Monitoring your plans and  

      evaluation of their  

      effectiveness 

Planning 
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 Explanation of Partner and Stakeholder relationships – maybe start with a simple list of 

people and organisations but if you have any special working relationships it might be good to 

offer a paragraph or two on how this works 

 Project Aims and Objectives – often 3 or 4 overarching aims for what your work will 

achieve (or aims for each separate project you run e.g. aims for the playgroup and aims for the 

youth group), then perhaps 3 key objectives of what you are going to deliver for each of the 

aims for example, if the aim is to ‘Improve local educational attainment for preschool children’ 

an objective might be  to ‘support children and parents to participate in shared learning  

experiences through playgroup sessions’ 

 Targets, Outputs and Outcomes – How you describe these and in what detail is needed will 

vary from project to project and dictate what you write but in general they are descriptions of 

SMART actions* (for definition, see back of toolkit) you will take in short sharp informative 

statements that link together. For instance a Target might be ‘to offer a meeting space to all  

elderly people from the Bloggsworth estate’, an Outcome might be ‘50 elderly people will have 

been visited in their own homes by January 2015 to inform them about the meeting place’ and an 

‘Output might be 30 elderly people use the meeting place every weekday’. It is worth noting 

here that people often mix or vary the definition of the terms targets, outcomes and outputs so 

just use whatever is good for you and then adapt this to others needs 

 Delivery Strategies – while this can be too detailed for a project involving 3 people who are 

just  keeping the garden tidy, it is common for projects with numerous people and who run  

activity to write out some of the detail needed to ensure good practice. For instance  

Management Committees might want to see a written health and safety monitoring procedure, 

or a volunteer support and appraisal process, or a publicity campaign to raise funds. In essence 

this section of the plan stores things that you can then refer to and ensure that you are following 

good procedure 

 3+3 year Budgets – It will be helpful to refer to the Near Neighbours Toolkit on budgets to 

see the detail of what might be needed here but essentially this is the section where you include 

your overall organisational budget for the year ahead and commonly the following 2 years as 

well. Some organisations will adopt good practice and try and anticipate future funding needs. 

The will include a Budget section that looks at what they might need to do in the first 3 years to 

sustain growth in a second 3 year period. This might simply be to state who will be  

responsible for this and what actions are needed over what timescale, e.g. in year 2 the commit-

tee will begin planning for year 4 and the project manager will draw up a future forecast budget 

by March 2016 

 Key Personnel – in its simplest form this can be a list of the people who govern and deliver 

the project but it might take the form of a flow chart and include the names and roles of  

committee members, paid staff and volunteers and how they link together. You might also  

include such things as mini biographies of key people (that can also appear on your website) and 

details of when people meet and what for 

 Project Evaluations – How do you assess if your project is working well and to the  

expectation of everyone that has a stake in it. The easiest way is to continually ask people’s 

views in simple evaluation forms or by recording their comments in a file that can be reported 

on regularly to your governance body. Some funders will require you to keep records and fill in  
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       8.                     

     their own evaluation forms. Use this section of your plan to keep a list of the key evaluation  

     requirements you have and note who is responsible for reporting them and on what date.  

 Supporting Information – this is all the specific information relating to your particular  

project that informs the earlier elements of the plan e.g. site plans, location maps, research, a list 

of organisational policies 

 Professional reports – only to be included if they are relevant to the current plan and might 

include detailed architects report, last annual report & accounts, a report from a childcare  

advisor etc. 

Who Writes the Plan? 

In many organisations it is the leader who writes the plan and in 

projects where you haven’t got many personnel that might be 

necessary, but it is usually more effective to have a team of  

people involved in contributing to its eventual format. This is 

because if one person writes the plan it is little more than their 

own plan and consequently may not be fully understood or  

valued by others. Most faith and voluntary sector organisations 

would wish to be more inclusive and so the project leader may 

still put the final plan together but the contents will include input 

from people such as a budget from the treasurer, an inspiring 

message from the Management Committee Chair or Faith  

Leader, a statement of need from a local person, evidence of 

project beneficiaries being involved in evaluating the activity and 

so on.  

Who to Involve in the Plan 

Before you can write a plan you will need to gather the evidence 

and information that you will use to populate it. As already  

suggested it is good to involve people that contribute to it and 

this may include those that might be termed stakeholders, to 

help provide information. This is a term for anybody that might 

have an involvement or interest in what you do as a project. 

Such people and organisations might be the parent body of your 

project, perhaps a worshipping community, it will certainly be 

the people who receive services from your project and who  

volunteer in it. Wider stakeholders might be the residents of the 

neighbourhood you serve, the officers and elected members of 

voluntary and statutory organisations that are concerned with 

your work. It will also include those that fund you, though some 

may not want to have any influence on your plan other than to 

financially support you to deliver it. It can be a useful exercise to 

include a list of stakeholders in your plan to help you keep aware 

of the people and organisations you will need to inform on your 

plans and work.  
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Some organisations make it a positive part of their engagement 

strategies to practically involve workers, local community and  

other stakeholders in developing their annual plan. This needs to 

be thought out carefully as it can be a little time consuming but 

offers great value in helping to keep people informed and  

supportive of what you do. Some organisations hold community 

planning events that both involve and celebrate people who  

benefit from the project, they might call this a consultation if the 

term planning is not helpful. Commonly management groups will 

have an away day in a venue where they won’t be disturbed 

when they will consider inputs from staff and community on 

what might be included in their final plan. It will be pretty  

impressive to external decision makers such as funders if they 

can see evidence of such collaborative planning. 

Who Uses the Plan 

It is vital that your plan is approved by the governing body of your work, be that the committee of 

a place of worship or a management committee of a community project. They will normally be the 

final legal authority for your activity and if you are doing things that they are not aware of it can at 

the least cause disharmony so ensure that they are part of the planning process and thus approve 

your plan at an early stage. 

After expending a lot of energy in writing a plan too many organisations then let it sit on the shelf, 

soon to become outdated. The best plans are continually updated and visible to the whole  

organisation, or at least key elements are, such as your core aims and the planned activities that 

serve them. This is so that all those involved are aware of what the organisation is aiming to do and 

the planned outcomes hoped for. You will then have the beneficial effect of making people feel that 

they are part of the plan and thus take a pride in delivering it. A good way of doing this as already 

suggested is to summarise key bits of the plan on a noticeboard or better still on a white board so  

updates and changes can be easily made. 

Project staff and volunteers have many demands made of them as they are required to fundraise, 

write annual plans and reviews, manage the everyday activity of the project and so on. They have 

enough on their plate without having to write both an internal plan and devise another one that can 

be used for external Funders consumption. Producing one annual planning document that meets 

the needs of your own internal management demands and can also act as an effective tool to  

market the project to external decision makers has obvious timesaving value.  
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       8.                     

What Makes a Plan Successful?  

The average Grant Making Trust will receive numerous written 

submissions each week from projects and organisations seeking 

financial support. Even the most dedicated Trust administrators 

can get bored and frustrated by applications that are heavy to 

read and/or do not provide the information that is needed  

for them to make an effective judgement. Therefore bullet 

pointed; carefully considered information lifted from your 

plan into the application that leaves a clear message will be  

more successful. 

Pages of wordy text can be off-putting and need time to be read, 

time that a Funder may be reluctant to give. Plans that use bullet 

points, photographs and illustrations that are easily understood 

are at the least more attractive and consequently may have the 

competitive edge over a stodgy text only document. Remember 

that if you use names and pictures of people you will need to get 

their permission or that of parents and carers first, before using 

them in such a way. 

If a Funder has not asked for a business plan and instead  

requires you to fill in an application form, having a written plan 

will allow the project fundraiser to take information from the 

plan that you have all already agreed to. This saves time and 

means that a project does not have to re-invent the wheel for 

each application. However don’t just blindly copy from your 

plan, ensure that the fonts, size and spacing meet the funders  

expected format and adapt the words to speak specifically to the 

funders need. For the person writing a funding application it is 

extremely comforting to be able to use what your organisation 

has already agreed to, this gives them a mandate to proceed 

when they may otherwise have to spend an inordinate amount 

of time creating information and then checking it is correct with 

the governing body of the organisation. 

A plan is an organic document that should be allowed to evolve 

and adapt to circumstances as long as those in the role of  

governance of the activity are aware and agree with the changes. 

Therefore plans are usually written for the forthcoming 12 

months and usually coincide with a monetary reporting period 

such as the financial, calendar or ecclesiastical years. Charities, 

Companies and other legal entities will have an annual reporting 

requirement and it is helpful to use information from the project 

plan to report on how successful the organisation has been. 

Hopefully the Annual Report of your organisation will be able to 

say that things went largely to plan and in the next year the  

activity will be based on another sound plan of action. If things 
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didn’t go to plan, because you have an annual  planning process 

you will have been able to anticipate this and monitor how 

things have developed, again making your annual report more in 

formed as a consequence. It is though good to refer in your  

annual plan and particularly in the budget to a longer period and 

this is normally for the next 3 years. 

Coping with Planning 

Most of us are more motivated by the actual work with people 

in the project than we are by having to write plans about it. 

However the first year of planning is always the worst because 

once you have established a format in the years after it can be 

just updated or amended. There are always some dedicated 

souls that enjoy the challenge of plan writing and it is good to 

release them into the planning role to help keep the  

plan relevant.  

A useful planning process will be to begin the plan 6 months 

ahead of the new financial year, it might then be presented in 

draft form to the governing body/committee 3 months before 

the end of the current financial year. Once formally agreed it will 

be good to plan for review sessions by the governing body/

committee 3, 6 and 9 months in to ensure that the plan is work-

ing and or being kept to. These can be a standing item on the  

committee agenda and will require a report from the lead 

worker/volunteer who will be able to highlight success and areas 

of concern for consideration. It is good practice for the minutes 

secretary and or the Chair person to always have a copy of the 

plan in front of them at governance meetings so they can refer 

back to what was said in the plan if any questions come up. 

Planning in an Ideal World 

Much of the suggestions in this toolkit will need to be varied for 

each organisation and only in an ideal world will the planning 

process ‘keep to plan’. In fact when you work with people, many 

things will cause variations but if you can include relevant good 

practice elements into your planning you will be better able to 

cope as a group. Change becomes easier to cope with when you 

are working on the trust of one another in being collectively 

aware through having a plan that you can use as a benchmark. 
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*SMART descriptions include information that demonstrates the Specific, Measurable, Achievable, Relevant/Realistic and Timescale. For 

example ‘The Bloggston Community Centre is within 5 minutes walking distance from the city night shelter and is thereby  

accessible to homeless people. The Centre will provide 100 lunchtime meals per week in 2015 for female homeless people who would 

otherwise go unfed and be on the street in all weathers. Using the existing kitchen and recruiting 8 volunteers to support the paid  

manager and chef the service will run from 1st November 2015 to 30th March 2016 with £5,000 funding from the Megabucks charity’. 

© 2014 All Rights Reserved. No part of this publication may be reproduced, stored in a retrieval system, or transmitted, in any form or by any means:  

photocopying, electronic, mechanical, recording, or otherwise, without prior agreement with the author, St Philip’s Centre Limited and Near Neighbours 

Other Content for Consideration in Your Plan 

Risk Assessments – Any project working with 

people and particularly children and vulnerable 

adults will need to assess risks involved in  face 

to face work and will be used to including  

written documentation in their planning.  

However there are other sorts of risks that 

some funders like to see organisations planning  

for and these might be ‘what if we don’t get 

enough funding’ or ‘if a key member of staff 

leaves what happens’. Risk assessment is basically 

trying to anticipate reasonable expectations of 

what might happen to the organisation that 

would divert you from your plan. You can’t  

anticipate everything but some funders will want 

to see that you have thought of key risks that 

might stop you using their investment in you. 

Document Log – Organisations with any  

history and with changes in personnel will build 

up a collection of documents and official notices 

that in the everyday running of the project are 

never used. From time to time someone will 

need to see them and precious time and  

occasionally some panic is incurred in trying to 

fund them amongst the myriad of files you have 

built up. Such things as your constitution or  

trust deed, the insurance policy or lease  

agreement, the job descriptions of staff or  

funders monitoring requirements can all become 

submerged or lost from immediate memory. It is 

a good idea to have a list of these core  

documents in your plan and note where they are 

kept or what they are filed under. 

Marketing & Communications Strategy 

Detailing who, when and what will be done to 

tell your world about what you hope to do and 

what you have already done is vital.  This  

includes web and social media, noticeboards and 

newsletters, press releases, brochures, reports 

and much more. 

 

Fundraising Strategy – It is as helpful for  

external decision makers to understand your 

fundraising plans as it is for your own  

management. If you can offer a reasonable  

understanding of where you might go for funding 

and who will practically do this, it will encourage 

confidence in your plans. It doesn’t have to be 

exhaustive but should show that you have done 

your research. If a funder only gives you part of 

the money needed for a project you at least 

know who to approach to gain the rest. 

Project Specific information – If you are  

going to have a major building refurbishment or 

are recruiting a number of staff or volunteers 

you may write how this will be achieved and 

what key information you have gathered, maybe 

architects plans, work plans for staff and the like. 

Compliance information – Provide written 

details of who is responsible and timescales if 

you have any sort of need to deliver on a  

requirement by someone external to your  

organisation. This might be renewing your  

insurance or fulfilling health and safety law, the 

date of when your financial audit is due or when 

you do your fire alarm tests. Again such  

information is useful for both internal and  

external oversight of your work. 

Trustees, Staff and Community Meetings – 

Any well run organisation will inevitably need a 

series of meetings in each planning cycle so it 

might be helpful to pre-plan the dates of the 

meeting and put them in your plan. You will then 

be able to do the work required to support the 

meetings before you hit the deadline for sending 

out papers in advance for people to read. Many 

staff/volunteer groups will have a regular  

sometimes weekly team/prayer meeting. It is also 

good to plan engagement meetings with your 

stakeholders/community/beneficiaries. 


