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1.0
Introduction

1.1
Background

The Environmental Foundation of Jamaica (EFJ) was established in 1991 under an Agreement between the Government of Jamaica (GOJ) and the United States Government (USG) through the Enterprise of the Americas Initiative (EAI) and began operations in 1993. 

The mission of The Environmental Foundation of Jamaica (EFJ) is to serve the public good by promoting and implementing activities designed to conserve and manage the natural resources and environment of Jamaica in the interest of sustainable development and to improve child survival and child development. Towards this end, the EFJ facilitates access to grants and other resources to non-governmental organizations, including CBOs, educational institutions and faith-based organizations.

The EFJ’s grant making and capacity building programmes are based on the principles of strategic grant-making and social change philanthropy.  To ensure that the Foundation operates most effectively and efficiently a Strategic Plan is a key resource in its annual planning, implementation, monitoring and evaluation of its programmes.

In 2004, the EFJ developed a Strategic Action Plan (SAP) for the five year duration 2004-2009. The vision was that the EFJ would become a national leader in the Child Development and Environment sectors by the year 2012, with effective partnerships to ensure sustainable development in the programmes, policies and practices of the public sector, private sector and civil society”.

Later, in 2006, the Foundation conducted a review of the SAP and progress to date, and revised the Plan (SAP 2006-2009). The revised Plan did not change focus but instead solidified that direction that EFJ had taken on in 2004. 

This document represents EFJ’s new SAP (2009-2012), which relied upon a comprehensive review of the SAP (2994-2009); building on lessons learned and impact achieved; the views and perceptions of its key stakeholders (Board of Management; Staff; other  donors; government and civil society partners) and using a participatory approach by involving stakeholders in a strategic action planning workshop. 

1.2
Performance of EFJ (2004-2009)

 A Background Paper (Hayman and Bedasse 2009) provides a detailed performance review of the EFJ during 2004-2009. This Paper analyzed performance in the seven strategic areas of focus. 

Highlights of the SAP (2004-2009) include:

· Strong programmatic approach to grant management 
· Wide cross-section of grantees with coverage in both rural and urban areas 
· Use of objective criteria for evaluating grant proposals 
· No political influence on grant approvals 
· Good customer service provided by staff to grantee
· Strong governance system, through a revolving Board with representatives from government, academia and NGOs 
· Compliance with EAI stipulations 
· Maintenance of administrative costs well below the ceiling of 25% of grant disbursements annually
· Core team of qualified professionals on staff
· Collaboration and partnerships for capacity building and co-financing has increased in the past five years
Key weaknesses during this time included:

· Implementation of a financial sustainability plan is still outstanding 
· Development and implementation of a Participatory M & E Policy still pending 
· Measure and communication of overall impact weak due to cursory M&E to date 
· While the EFJ could be regarded as a national leader in grant making, its contribution and role in national development is not explicitly developed nor linkages made. Bridging these links is important and should be actively pursued.
· Poor branding of EFJ in grants
· Weak membership role in the life of the EFJ
Challenges experienced included:

· Increased demand to support environmental advocacy by NGOs
· Lack of a mechanism for effective management and building capacity within NGO groups
· Increased demand for grant funds due to a decline in resources available from other donors
· Lack of alternate investment strategies to secure long-term financial sustainability
· Maintenance of financial yields on investments above market and inflation rates 
· Declining capital base due to disbursement demands and low yields on investments 
Opportunities:

· Potential for increased impact of grant funds due to alignment of programmes with national targets
· Increased presence through leadership within RedLAC. 
· Opportunity for EFJ to play an advisory role in policy formulation and development within priority areas
· Expand partnership with umbrella NGOs in support of civil society coordination  
1.3
The Way Forward

As the EFJ focuses attention on the three years of operations under the debt swap agreement, it must reposition itself to ensure that it not only continues to have maximum impact, but also to determine its way forward and beyond 2012. 

In moving forward, the EFJ needs to seriously increase emphasis on the following:

· Monitoring and Evaluation of its programmes to determine impact
· Communicating the work and impact of EFJ
· Branding of the organization
· Closer alignment of programmes/themes with critical development goals
· Communicating the work of EFJ (including branding of EFJ)
· Expanding partnership with umbrella NGOs in support of civil society coordination  
· Identifying and pursuing diverse sources of funding for sustainability of the grant making entity.

This resulting three-years SAP has eight (8) directions in its strategic framework, including:

· Impacting critical development goals

· Governance, Effective Operations and Employee Learning and Growth

· Prudent financial management

· Financial sustainability

· Communications and Outreach

· Networking and External Relationships

· Monitoring and Evaluation

· Strategic grant-making for maximum impact

2.0
EFJ’s Strategic Action Plan (2009-2012)

2.1
EFJ’s Organizational Mission and Vision

The EFJ is committed to achieving its mission and vision. 

Mission

The EFJ serves the public good by promoting and implementing activities designed to conserve and manage the natural resources and environment of Jamaica in the interest of sustainable development and to improve child survival and child development.

Vision

The Vision of the organization is “to be the national leader in the Child Development and Environment sectors by the year 2012, with effective partnerships to ensure sustainable development in the programmes, policies and practices of the public sector, private sector and civil society.

2.2
Practical Vision 

Emanating from the mission and vision and specific to the SAP timeframe of 2009-2012 is a practical vision. 
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This practical vision is articulated in the strategic framework which defines: the Foundation’s publics; approaches for continuously identifying critical development goals; approaches to M&E for positive impact; key partners; efforts for sustaining human and financial resources; activities to ensure use of policies that are relevant, current accepted and achievable. 

Central to achieving this vision are:

· Recognition of the work of the Foundation

· Sustained and diversified funding

· Creating of new impact through subsequent grant making efforts.

These are supported by a strong membership base; a restructured organization that is more flexible and can accept diverse funding; strong and resourceful partnerships; dynamic and effective leadership; competent staff and sound policies. Details are provided in Table 1 below. 
Table 1. Practical Vision for EFJ (2009-2012)

	EFJ is a recognised national leader positively impacting critical development goals through effective partnerships and sustained resources supported through sound policies


	Sound Policies guiding the work of the Foundation
	Competent and skilled staff
	Broad and effective partnerships  
	New impact created by strategic grants 
	Recognition of EFJ’s contribution in the areas of Child Survival and Development and Environment
	Sustained and Diversified Funding
	A strong and vibrant Membership
	A restructured organization that reflects broader mandate and diversity

	· EFJ 2009-2012 strategic plan successfully implemented

· Strengthened and implemented Monitoring and evaluation policy

· Greater policy impact in focus areas
	· Fund raising specialist hired

· Communications specialist hired

· Required staff and board expertise in place
	· Increased Partnerships – local, regional, international

· Stronger links between EFJ and community initiatives
	· Two projects in each parish to focus on sustainable livelihoods

· EFJ has at least four model project types on show for national influence (e.g. waste, watershed, energy & child)
	· National recognition of work in child & environment sectors

· Well established promotions programme in place – nationally & regionally 

· Increased public awareness of EFJ role and impact

· Lead in advocacy, communication, networking in child and environment sectors

· Continue to be lead NGO funding agency in child and environment sector
	· Second generation funding secured

· Signed second generation funding agreement

· Expand focus to attract other sources of funding e.g. IDB, OAS, IAF, CIDA

· Funds secured 

· Debt swap – environment

· Debt swap –child

· Private sector

· Revised articles of incorporation to widen funding sources

· Secured second generation funding

· EFJ restructured to accept diversified funds
	· At least 60% of members compliant with rules

· Membership Policy developed and adopted

· Stronger & more vibrant membership base

· Restructured and functional membership

· Membership issues resolved

· EFJ Board responding to the needs of membership

· Improved relationships between the Board and members
	· Name of organization reflects new mandate

· Consolidated grant making entities in Jamaica


2.3
Current Situation for EFJ

A current reality dialogue for the EFJ is presented in Figure 1 below. 

Figure 1. Current situation for the EFJ
	STRENGTHS & ADVANTAGES

· A strong programmatic approach to grant making
· Use of objective criteria for evaluating grant proposals 
· No political influence on grant approvals 
· Strong governance system, through a revolving Board with representatives from government, academia and NGOs 
· Compliance with EAI stipulations 
· Maintenance of administrative costs well below the ceiling of 25% of grant disbursements 
· Core team of keen and technically competent staff
· Increased collaboration and partnerships for capacity building and co-financing 
· Strong networks at the local, national and international levels
· Good sense of legitimacy, transparency and accountability

· Established track record in two programme areas

· Continuous dialogue with grantees

· Highly relevant areas in  both child and environmental development 

· Customer friendly, accessible staff

· Organization fulfilling its mandate

· Wide diverse reach and geographical range of projects

· Good public image (though low visibility)

· National leader in grant making

· Diverse modes of grant making
	WEAKNESSES/CHALLENGES

· Weak membership role in the life of the EFJ

· Membership expectation of EFJ cloudy. Limited participation by EFJ membership. No clear role for membership.

· Perceived preferential treatment for some grantees

· Role of government weak in decision making and information sharing

· Too many changes in board and policy composition leading to a lack of institutional memory

· Poor measurement, communication and awareness of EFJ

· Lack of continuous funding for grantees (follow up grants)

· No focus on sustainability of impact

· No professional fundraiser on staff

· Malingering projects

· Limited funds to meet the demand for project funding

· Weak monitoring and evaluation policy

· Organizational and financial sustainability weak. No endowment fund. No private sector funding.

· Insufficient networking and advocacy. 

· No champion

· Three years is a short time frame

· Branding efforts inadequate

· Increased demand for supporting environmental advocacy for NGOs

· Inadequacy of mechanisms for effective management and capacity building within NGO
· Increased demand for grant funds due to a decline in resources available from other donors
· Lack of alternate investment strategies to secure long-term financial sustainability
· Maintenance of financial yields on investments above market and inflation rates 
· Declining capital base due to disbursement demands and low yields on investments 

	POTENTIAL BENEFITS

· A repositioned/restructured EFJ can make a greater impact  on national policy

· Enhancing existing and forging new partnerships with international bodies will secure second generation funds

· Diversification of funds as a result of the structural readjustment of the EFJ

· EFJ, being a leader in both the child and environment sectors will increase public awareness of critical issues

· Based on EFJ’s broad experience there is a potential to attract more solid projects

· EFJ grantees have improved capacity in order to increase their impact locally

· Improved /Realigned relationship with members

· Increased impact through grant making in critical development goals


	TRENDS

· Increased focus on several projects that have a cumulative impact

· Increased focus on merging and consolidating environment and child development agencies internationally and locally in order to access limited funds 
· Increased private sector interest in philanthropy, environmental issues, child development and energy efficiency

· Increased opportunity for targeting private sector for funding

· Increased global focus on climate change

· Increased awareness of environmental issues through educational programmes and seminars

· Increased focus on alternative livelihoods and sustainable lifestyles


2.3.1
EFJ’s impact in 2004-2009

In the past five years, EFJ has created value through its grant making mechanisms in areas of capacity building, infrastructural development, income generation, replicability and sustainability. Table 2 below highlights impacts in the past five years.

Table 2. Impact of EFJ’s work 2004-2009

	Capacity Building
	Infrastructural Development
	Income Generation
	Replicability and Sustainability

	· Institutional strengthening of grantees

· Support for degree programmes in social intervention

· Training for practitioners in the Early Childhood (EC)  field

· Training in project management, M&E, advocacy resource mobilization, stewardship

· Establishment of a Downs Syndrome Foundation

· Partnership with CVSS for technical assistance to grantees

· Grantee-grantee mentoring

· Land tenure to grant beneficiaries

· Accreditation programme in partnership with ADA and UWI

· Pilot projects of high  impact in critical areas

· Institutional self-assessment pilots

· Institutional self-assessment training

· Manual on capacity building 

· Proposal writing workshops in partnership with three member umbrella NGOs (CVSS, ADA, NEST)

· Partnerships for access to safe water and land tenure
	· Post-Hurricane Ivan and Dean assistance

· Educational equipment

· Upgrading ECI (fencing, playground equipment etc.)

· Land acquisition for grantees

· Support for establishment of Resource Centers

· Vehicles to grantees

· Reforestation in critical watersheds

· Renewable energy systems (biogas and solar)
	· 17 grants post-hurricane Dean and Ivan for income generation

· Bamboo furniture making (Dolphin Head)

· Eco-trails and cabins

· Selling power to the national grid

· Reducing cost of electricity

· Contribution to endowment funds
	· Replication of Bernard van Leer Foundation  project in Jamaica in 3 other islands

· Integration of Schools Environment Programme  in education system

· Replication of SEP  nationwide

· Reforestation project replicated in two watersheds

· Savings in electricity costs

· Alternative energy pilot replicated in 4 areas (Dallas castle, Mango Valley, Irwin High and Denbigh)

· Average savings of US$200 per month from renewable energy sources

· Fruit orchards developed

· Timber plantations established

· Reduction in energy bill at Irwin high by 1/3 (savings of US$700 per month)


2.4
Underlying Gaps/Obstacles for EFJ

The most critical obstacle in moving forward is lack of dynamic and effective leadership to drive the policies and direction of the Foundation. Another obstacle that could impact the future of the Foundation is external shocks, including the global economic fallout and climate change and extreme events. 

Leadership at the Board level is critical and must be creative and energetic to motivate others and to devise a range of solutions for sustaining the organization. At the Management level, leadership is also imperative for guiding implementation of activities. The Foundation requires a vibrant and energetic CEO who will be the face of the organization and can provide the leadership and motivation to staff. This leadership is supported by various partnerships with governments and private sector for new funding; civil society in monitoring and feedback and potential donors for funding. Details are provided in Table 3.

Table 3:  Stakeholders’ Analysis of Obstacles 

	Obstacles
	Most important obstacle/gap
	Recommendations for addressing key Obstacles
	Key Collaborators/Partners and their roles

	
	
	
	Key Partner
	Role

	I. Lack of dynamic leadership

II. Lack of financial and human resources

III. Recognition of EFJ
	Lack of dynamic leadership
	a) Determine relevant structure and process

b) Improved stakeholder involvement and input

c) Establish and implement work programme (with milestones, incentives, disincentives)
	Board and staff


	Leadership and critical information

	IV. 
	
	d) 
	Membership and /or grantees
	Monitoring and feedback

	V. 
	
	e) 
	Potential funding agencies
	Buy in, feedback, review/negotiate

	I. Lack of support from the GOJ for second generation funding, especially the absence of a Minister of Environment

II. Not having a dedicated fund raising specialist

III. Time frame too short


	Lack of support from the GOJ for second generation funding, especially in the absence of a Minister of Environment
	a) Identify and link with relevant partners (PIOJ, USAID, Ministry of Finance)

b) Write proposal and present to relevant partners (employ consultant to assist with organizing. Incorporate members/grantees to assist with negotiation and lobbying)

c) Implement the debt swap
	USAID


	Make commitment to debt swap write off ( US Congress approval)



	IV. 
	
	d) 
	Ministry of Finance


	Identify the debt and assist with negotiations



	V. 
	
	e) 
	Attorney General/ Ministry of Foreign Affairs
	Handle legal affairs

	I. Lack of effective leadership

II. Global economic climate affecting funding

III. Impact of natural disasters
	Lack of effective leadership
	a)  Participation and commitment of stakeholders

b) Timely implementation of agreed plans

c) Monitoring and evaluation of process
	Civil society


	Active participation and monitoring



	IV. 
	
	d) 
	Donors


	Funding and guidance



	V. 
	
	e) 
	governments
	Accessing Funds and Policy framework


2.5
STRATEGIC DIRECTIONS 

Although there is evidence of significant impact over the past five years, the EFJ is seeking to reposition itself to make even greater impact. Furthermore, communication of this evidence has been weak to date.  

The Foundation has decided to actively pursue avenues for sustainability beyond 2012. To achieve progress towards this, this SAP must receive immediate attention. This will require the will and commitment of Board and staff in moving critical strategies forward. Given the extremely short time frame before the expected end date of the Fund, much has to be achieved in the earlier part of this three years. Consequently, by the end of the first six months, a progress review will have to be undertaken, and a decision made at that point on whether it is still feasible to continue on this path or to revert to a plan for closing out. While the latter option is not being favoured, the Board will have to be realistic in its determination of what is achievable. To commence this process, the EFJ will seek to advance significantly in the following areas:

· Focusing on more strategic grants

· Target strong NGOs, CBOs for maximum impact of grant funding. These should essentially be well established NGOs/CBOs that focus on the EFJ priority areas and contribute to national impacts; have a good track record in implementing projects; have developed a strategic plan and are suitably poised for sustainability

· Continue to employ various modes of grant making

· Assist NGOs to seek matching funds

· Conducting M&E of grant making 

· Determination of impact of grant making using Universal Indictor framework

· Communicating the impact of grant making

· Using diverse media to communicate the work and impact of EFJ

· Branding of EFJ

· Establishing financial sustainability beyond 2012

· Target diverse sources of funding such as EU Budget Line Programme, Government of Japan, Kellog Foundation, MacArthur Foundation

· Develop joint programmes with other donors such as UNICEF and UNDP/GEF

· Improving performance of grant recipients

· Establish partnerships with key organizations and implement programmes geared towards improving their overall effectiveness  

· Compliance with financial stipulations of grant agreements

· Improving governance and operations
· Restructuring of the Foundation including organizational structure, SOPs and roles and responsibilities

· Addressing the weak link with members and the low level of involvement in the life of the Foundation

This is translated into eight (8) strategic directions, namely:

1. Impacting critical development goals

2. Governance, Effective Operations and Employee Learning and Growth

3. Prudent financial management

4. Financial sustainability

5. Communications and Outreach

6. Networking and External Relationships

7. Monitoring and Evaluation

8. Strategic grant-making for maximum impact

The strategic framework will focus on goals and objectives that are geared towards achieving the Vision described earlier. These directions include key actions, responsibilities, timelines and targets. 

2.6
Three –year Strategic Actions (2009-2012)

A summary of the strategic directions, their goals and objectives activities targets and timelines is outlined in Tables 4-12 below. 

2.6.1
Impacting critical development goals

The EFJ will seek to identify critical development goals, with a focus on the Child and Environment sectors in the short term, and broader goals in the medium to long term. These will focus on but not limited to government policy goals that it seeks to impact. This process will involve internal reviews of previous areas of contribution, sharing of this information with its government, donor and civil society partners, and finalizing critical goals on an annual basis. This information will be used to decide on critical themes and to report on impact in these areas. A key government partner will be the PIOJ, who is charting the national development plan, Vision 2030. Activities should commence by January 2010. Table 4 provides details on the specific actions to be undertaken.

Table 4. Strategy A: Impacting Critical Development Goals

	STRATEGY A: IMPACTING CRTICIAL DEVELOPMENT GOALS
	GOAL: EFJ and its grantees working together to impact national development positively 

	OBJECTIVE
	ACTIONS


	PRIMARY RESPONSIBILITY


	PARTNERS


	DURATION
	PERFORMANCE INDICATORS/TARGETS


	LINK TO OTHER ACTIONS

	
	
	
	
	START
	END
	
	

	A1 To determine 

      critical areas  

      for impact
	A1.1 Use impact data from pilot M&E (2007-2009) to inform critical 

priority areas
	Programme Staff
	Consultant
	Jan ‘10
	Jan ‘10
	· Report on EFJ impact through grant making
	7 M&E

	
	A1.2 Hold initial sensitization meetings with key agencies
	Board/Management
	PIOJ, NEPA, OPM, ODPEM, EMD, MOE, ECC
	Jan’10
	Jan’10
	· Meetings held with key agencies to sensitize them on EFJ’s SAP
	

	
	A1.3 Conduct research and consultations to identify critical  

development goals

A1.3 .1 Share results of  impact

A1.3.2 Identify partners’ priorities
	 Programme Staff
	Board, NGOs, CBOs, PIOJ, NEPA, OPM, ODPEM, EMD, MOE, ECC
	Jan ‘10
	Jan ‘10
	· Critical development goals identified and reported  on
	M&E

Strategic Grant Making

	
	A1.4 Prioritize critical development goals to ensure greatest impact
	Board, Programme staff
	Members, Potential Grantees, SDC, PIOJ, NEPA, OPM, ODPEM, EMD, MOE, ECC
	Jan ‘10
	Jan ‘10
	· Priority critical areas identified and informing thematic areas for Call ‘10
	M&E

	
	A1.5 Repeat process (1.1-1.3) annually 
	Board, Programme staff
	Members, Potential Grantees, SDC, PIOJ, NEPA, OPM, ODPEM, EMD, MOE, ECC
	Jan ‘10
	Jan ‘12
	· Planning activity is a calendar event with all partners
	· M&E

	A2  To proactively  use annual impact reports to influence critical policy goals through strategic and  developed partnerships (refer to 1 above)
	A2.1 Prepare and disseminate case studies from impact  reports through different media (such as BNS The Teller) 
	Programme Staff
	Communications Specialist 
	Jan ‘10
	Jan ‘12
	· At least 2 policies developed based on proven impact of EFJ activity
	5 Comm and Outreach

M&E

	A3 To determine  

      effectiveness 

      of strategy in 

      achieving 

     EFJ’s vision 
	A3.1 Conduct M&E of 

         Strategy A1
	Board, Staff
	
	Nov’10
	Nov ‘12
	EFJ impacting positively on national development goals
	M&E


2.6.2
Governance, Effective Operations & Employee Learning & Growth

Effective governance and operations is integral to the success of the EFJ. Effective governance and operations is possible with dynamic and effective leadership at the Board level; a vibrant and visible CEO and highly skilled and competent staff. The Board will also seek to fill gaps in skills by co-opting former Board members to assist in various areas. These include membership; fund raising and structure. 

The Board and Senior Management will take steps to strengthen the policies and SOPs of the organization;  complete and get buy in for the SAP; re-orient staff to revised procedures; make efforts to improve staff-staff and Board-staff relationships; fill gaps in critical skills at the Board and staff levels and continue to provide incentives for staff for effective performance. 

The role of membership in the life of the Foundation has been underdeveloped with few activities to engage members, and the roles of responsibilities of members in the EFJ unclear. Analysis of the utility of membership will have to be undertaken to determine if it will continue, and if so, how it can become more effective. This also affects the structure of the organization in moving forward, as the EFJ was established as a member organization. A decision regarding the future of membership will have to be reflected in the structure and operations. 

Table 5 provides details on the specific actions to be undertaken. These activities should commence in November 2009, with policies and structures revised and in place by mid 2010. Some activities are ongoing until 2012. 

Table 5. Strategy B: Governance and Effective Operations

	STRATEGY B: Governance, Effective Operations and Employee   

                        Learning and Growth
	GOAL:  Effective Governance and Operations

	OBJECTIVE
	ACTIONS


	PRIMARY RESPONSIBILITY


	PARTNERS


	DURATION
	PERFORMANCE INDICATORS/TARGETS


	LINK TO OTHER ACTIONS

	
	
	
	
	START
	END
	
	

	B1. To Review 

      last five   

      years of   

      EFJ’s 

      operations     

      and Develop 

      Strategic 

      Plan 2009-

      2012
	B1.1   Review reports of 

        the last five years’ 

        activities.
	Consultant
	 Staff
	Nov.2009
	Nov. 2009
	· Background Paper
	M&E

	
	B1.2  Conduct Focus 

Group Discussions with different groupings of key stakeholders
	Consultant
	Board, Staff, Govt. Partners, Members, Grantees
	Nov.2009
	Nov. 2009
	· Background Paper
	M&E

	
	B1.3 Compile Findings 

       and present to    

       Board
	Consultant
	Board
	Nov.2009
	Nov. 2009
	· Background Paper
	M&E

	
	B1.4 Conduct 

      Participatory   

      Strategic Action  

      Planning Workshop  

      with key  

      stakeholders
	Consultant
	Board, Staff, Members, Grantees, Govt. Partners
	Nov.2009
	Nov. 2009
	· 2 Day Workshop
	M&E

	
	B1.5 Compile and refine  

       results
	Consultant
	
	Nov.2009
	Nov. 2009
	· Draft Strategic Plan
	M&E

	
	B1.6 Present Draft to 

       board and staff for    

       review and 

       discussion, then to 

       the AGM and to the   

       Board for final 

       approval
	Consultant
	Board, Staff, Members, Grantees, Govt. Partners
	Nov.2009
	Dec. 2009
	· Strategic Plan finalized and accepted.


	M&E

	
	B1.7  Hold Staff Retreat 

          To  initiate 

           implementation 

          of Strategic Plan
	Board
	Board, Staff, Consultants
	Dec. 2009
	Dec. 2009
	· 2010 Workplan Revised and Roles and Responsibilities assigned
	M&E

	
	B1.8  Implement Plan
	CEO
	Board, Staff, Grantees, Members
	Dec. 2009
	November 2012
	· 95% success in meeting annual targets
	M&E

	
	B1.9  Conduct half-yearly M&E of Work plan   
	Board and Senior Management
	Staff, Grantees, Members, Govt. Agencies, Collaborating Donors
	June 2010
	November 2012
	· Record of Targets met

· Appropriate revisions to SAP made.
	M&E

	B2 To 

      Create/revise 

policies/SOPs 

 to reflect new 

 vision and 

 Operational   

 Plan
	B2.1  Compile policies 

          and SOPs for 

          review based on 

          recommendations 

          from Strategic 

          Action Planning 

          Workshop.
	Consultant
	Board and Management 
	Jany. 2010
	April 2010
	· Revised Policies

· Revised SOPs
	

	
	B2.2   Re-orient staff to 

           provisions of   

           revised policies   

           and SOPs
	Board/CEO
	Staff
	May 2010
	May 2010
	· Compliant with policy and SOPs
	

	B3 To Restructure organization for effective and efficient operations
	B3.1  Review existing 

          policy regarding 

          board 

          appointments and 

          removal, board 

          structure and sub-

          committees


	Consultant
	Board and Management
	Jany.

2010
	March 2010
	· Revised Organizational structure in keeping with goals of the strategic plan

· Gaps in needed skills filled 
	

	
	B3.1.1 Establish M&E and Communication Sub- Committees
	Board
	Board
	Nov 2009
	December 2009
	· M&E and Communication sub-committees established and actively engaged
	

	
	B3.2 Review skills sets and re-organize staff to complement new areas of SAP

B3.2.1 Train existing staff to expand their roles

B3.2.2 Hire consultants to complement staff skills to carry out critical activities
	Board/CEO
	
	March 2010
	July 2010
	· New skills set acquired (whether in house or contracted)- communications specialist/member liaison
	

	
	B3.3 Determine changes required to the structure of the organization as well as legal implications to accommodate new and diverse funding and new areas of focus (to be clearly analyzed and steps ready for implementation in 2012)
	Board
	Co-opted member (former Board member)
	Feb 2010
	March 2010
	· Feasibility of changing structure of the Foundation and its legal implications determined

· Steps required for changes outlined and ready to be implemented in 2012
	

	B4  To improve staff skills and performance
	B4.1   Use Performance 

           Appraisal Tool to 

           determine 

           Staff Training 

           Needs inclusive of  cross training


	Senior Management
	Staff
	April 2010
	April 2010
	· TNA Report
	

	
	B4.1 Prioritize training 

         needs; identify 

         how, when and 

         where they can be 

         filled  
	Senior Management
	Staff
	May 2010
	May 2010
	· Annual Training Plan and schedule
	

	
	B4.2 Design and  

         Implement Training 

         Plan
	Senior Management
	Staff
	July 2010
	On-going
	· Roles and responsibilities streamlined and efficiently executed

· Programme Staff trained to conduct ISAs
	

	
	B4.3  Implement 

          programme for 

          regular team b

          ding exercises –

          staff/staff; 

          staff/board
	Senior Management
	Staff
	Dec. 2010
	On-going
	· Stronger links between staff members and between Board and staff

· Mobilization of entire staff to provide support in crucial time periods e.g Audits; “Calls”.
	

	
	B4.4  Revive Staff 

          Recognition Programme to include non-monetary rewards.
	Board/Senior Management
	Staff
	Nov. 2009
	Annually
	· Motivated staff
	

	B5 To determine the way forward with membership
	B5.1 Conduct a review of membership to define their continuing role in EFJ
	Board/Senior Management
	Members
	Nov 2009
	Dec. 2009
	· Review Report informs status of membership function

· Decision reflected in revised workplan
	

	B6 To increase the use of IT for improved efficiency
	B6.1 Establish in-house maintenance of EFJ website and web mapping capabilities

B6.1.1 Conduct in-house training for at least two staff on website and web mapping
	Technical Support Service
	Staff
	Dec. 2009
	
	· In-house maintenance of website

· At least two staff members trained
	


2.6.3 Prudent financial management

EFJ has been effective in financial management, as shown in the past five years of operations. The policies instituted have been successful and are still applicable as the Foundation seeks diverse sources of funding. However, the EFJ should explore the possibilities of improving efficiency and reducing costs by moving investment monitoring in-house. 

Financial management falls short in grant-making, where grantee compliance with the financial guidelines is sometimes weak. This is an area that will require greater attention. It should also continue the process of ongoing rationalization of operational expenses, including improving staffing efficiency and increasing the use of information technology. Efforts in this area will commence immediately. Table 6 provides details on the specific actions to be undertaken.

Table 6: Strategy C: Prudent financial management
	STRATEGY C: Prudent Financial Management 
	GOAL:  Efficient Management of Financial Resources

	OBJECTIVE
	ACTIONS


	PRIMARY RESPONSIBILITY


	PARTNERS


	DURATION
	PERFORMANCE INDICATORS/TARGETS


	LINK TO OTHER ACTIONS

	
	
	
	
	START
	END
	
	

	C1 To ensure 

      grantees are 

      compliant 

      with financial 

      reporting 

      guidelines
	C1.1  Insert a clause in grantee 

          agreements to ensure grantees 

          are aware of  penalization for 

          non-compliance
	Board/Senior Management
	Grantees
	Dec. 2009
	Jany. 2010
	· Grantees fully compliant
	

	
	C1.2  Incorporate a System into Grant 

          Management to de-commit and 

          recoup grants if   not used 

          in stipulated time
	Senior Management
	Staff
	Jany 2010
	May 2010
	· Enhanced Financial Management
	Strategic Grantmaking for maximum impact

	
	C1.3  Determine whether Fund   

           Agreement allows for in-house  

          management of  investment 

          portfolio


	Senior Management
	Board
	Nov. 2009
	March 2010
	· If allowed, remove investment portfolio to in-house management
	

	C2 To continue rationalization of EFJ’s operational expenses
	C2.1  Conduct cost analyses and 

          review policies such as Staffing, 

          Fleet Management and 

          Procurement towards cost 

          savings
	Senior Management
	Board
	Nov. 2009
	Ongoing
	· Reduced costs 
	2 Governance/

3 SOPs

	
	C2.2  Employ IT as a cost saving tool (GIFTS and Web Mapping)
	Senior Management
	Staff
	Nov. 2009
	Ongoing
	· Reduced costs and improved efficiency
	4 


2.6.4
Financial sustainability

In the past five years, EFJ’s performance in the area of sustaining the organization by seeking new funding has been very weak. Sustained and diverse sources of funding are central to EFJ’s continued role as a grant making entity and also in its wider role of impacting critical development goals. 

The Board and Staff must immediately begin to scope out opportunities for new funding, while ensuring that the organization is ready to accept these new sources. Efforts for both second generation funding and other sources will require strong government support, and the EFJ must begin to establish these relationships in order to garner the required support. Furthermore, the communication of impact of the Foundation in its past 15 years of existence is critical as part of the convincing argument for new funding. Consequently, the staff will need to package this information in creative ways to support these initiatives. 

Co-financing efforts, such as the agreement with the GEF SGP, have proven to be effective in enhancing impact, and must be further pursued. 

Table 7 provides details on the specific actions to be undertaken.

Table 7. Strategy D: Financial sustainability
	STRATEGY D: FINANCIAL SUSTAINABILITY


	GOAL:  EFJ’s continuity as a Grant Making Organization

	OBJECTIVE
	ACTIONS


	PRIMARY RESPONSIBILITY


	PARTNERS


	DURATION
	PERFORMANCE INDICATORS/TARGETS


	LINK TO OTHER ACTIONS

	
	
	
	
	START
	END
	
	

	D1. To Develop and implement a Financial Sustainability Plan
	D1.1 Contract 

         Consultant 

         to research 

         financial resource 

         options
	Consultant
	Board/Senior Management/

Staff/Networking Partners e.g. RedLAC
	March 2010
	May 2010
	· Report to Board
	

	
	D1.2 Develop Proposals/Engage in dialogue in pursuit of available opportunities 
	Board/Senior Management
	GOJ/USA/

Networking Partners e.g. RedLAC
	June 2010
	Dec. 2010
	· Two potential sources in an advanced stage of negotiation
	

	
	D1.3 Review present 

         governing 

         agreements to 

         negotiate and 

         secure flexible 

         agreement with 

         regards to 

         fundraising
	Board/Senior Management 
	Board/GOJ/USA
	March 2010
	May 2010
	· Report to Board

· Flexible Funding Agreements
	

	
	D1.4 Secure second 

         Generation 

         Funding
	Board/Senior Management
	GOJ/USA
	Nov. 2009
	Dec. 2010
	· Second Generation Funding in place
	

	
	D1.5 Continue and 

         increase co-

         financing 

         opportunities with 

         current and at least 

         one new partner
	Board/Senior Management
	Collaborating Donors
	Dec. 2009
	June 2010
	· One new co-financing partner established.

· Expanded co-financing arrangements
	5 Grant making


2.6.5
Communications and Outreach

Throughout its existence, the EFJ has quietly worked in the two programme areas: Environment and Child Survival and Development. Its visibility has been low even though evaluations of the work of the organization have shown that it has had significant impact in various areas. However, this has largely not been appropriately or adequately communicated to others. Therefore although internally it may be well understood that the Foundation is a leader in these areas, through grant making, this is not well known to others. This information is important in various ways including: attracting prospective investors; new grantees; working closer with government; and improving donor collaboration. 

The Board will have to establish a Communications sub-committee with a mandate to drive this direction. It will also have to acquire the skills of a Communications Specialist (whether on staff or contracted) to assist with developing and implementing a strategy. The Communications sub-committee will also work closely with a M&E sub-committee. The M&E information will be used in communicating the work of the EFJ. The EFJ has also been weak at branding the organization. Efforts will have to be made to create and use the EFJ brand. 

Successful activities such as the Public lecture will continue and the documentation center and website will be finalized and marketed. 

In advancing knowledge in the two Programme areas, the EFJ will finalize its documentation center to disseminate information on its work though grant making. Additionally, the Foundation will create links with its partner government agencies and civil society groups with their own information hubs and documentation centers and promote these for advancing knowledge in child and environment. 

Table 8 provides details on the specific actions to be undertaken.

Table 8. Strategy E: Communications and Outreach

	STRATEGY E: COMUNICATION AND OUTREACH


	GOAL:  Wide recognition of the work of the Foundation

	OBJECTIVE
	ACTIONS


	PRIMARY RESPONSIBILITY


	PARTNERS


	DURATION
	PERFORMANCE INDICATORS/TARGETS


	LINK TO OTHER ACTIONS

	
	
	
	
	START
	END
	
	

	E1 To increase 

     public awareness of the role of EFJ and its impact on National Development
	E1.1  Continue Public 

          Lecture Series    
	Staff
	Board, media
	Nov. 2009
	annually
	· 500 persons attending

· Media coverage

· Key Government Policy makers attend

· Follow up dialogue with policy makers
	

	
	E1.2 Baseline survey on 

         Public perception 

         of EFJ
	Communication 

         Specialist
	Senior Management
	July 2010
	Sept 2010
	· Base level of perceptions determined
	Employee Learning and growth

	
	E1.3  Develop and           implement a comprehensive communication strategy


	Communication Specialist
	Board/Senior Management and other staff
	July 2010
	On-going
	· 30% Increased Awareness of EFJ in year 1.

· Potential Investors sensitized
	

	
	E1.3.1  Complete and continuously update EFJ’s  website to highlight work of 

grantees
	Web Master
	Senior Management
	Dec. 2009
	On-going
	· Project profiles featured on EFJ’s website
	

	
	E1.3.2  Use public media 

             for coverage of 

             EFJ grantee 

             activities and 

             sponsored 

              events 
	Communication Specialist
	Staff and Media Houses
	Nov. 2009
	On going
	· Press coverage of at least 7 sponsored events for the year
	

	
	E1.3.3   Create and use EFJ displays at local and national expos and other Fora. 
	Communication Specialist
	Staff
	Nov. 2009
	On going
	· EFJ displayed at  four events/year
	

	
	E1.3.4 Complete documentation Centre and market to public
	Communication Specialist
	Staff
	Jany. 2010
	On going
	· Documentation Centre established publicized and 20 visits per month in the first year.
	

	
	E1.3.5 Create links with partner government agencies and NGO documentation centers and facilitate/promote their use in advancing knowledge in the areas of child development and environment
	Communications Specialist/CEO
	Government agencies, NGOs
	Feb 2010
	ongoing
	· Links made with at least 6 partners’ documentation centers

· EFJ promoting the links as hubs for data and information
	

	E2 To create “Brand EFJ”
	E2.1  Develop and 

          implement Plan 

          for “Branding” EFJ
	Communication Specialist
	Board/Senior Management and other staff
	July 2010
	Sept. 2010
	· EFJ a household name by end of year 1 (2010)
	

	E3 To enhance knowledge in the child and environment sectors
	E3.1  Participate in at least five national relevant planning or policy impacting activities annually
	CEO/Senior Management
	Staff/Govt. Stakeholders
	Jany. 2010
	Annual
	· Better informed policies and plans in the child and environment sectors
	

	
	E3.2  Facilitate participation of members and grantees in policy impacting or educational activities
	CEO/Senior Management
	Staff/Govt. Stakeholders/

Members/Grantees
	Jany. 2009
	On

going   Annual
	· Better informed policies and plans in the child and environment sectors
	


2.6.6
Networking and External Relationships

The EFJ has moved in the right direction towards becoming recognized in local, regional and international communities for philanthropy and has already stamped its competence on RedLAC and the COF and secured places on important executive committees. The Foundation will use its alliances for assistance in further networking and fundraising.

Table 9 provides details on the specific actions to be undertaken.

Table 9. Strategy F: Networking and External Relations
	STRATEGY F: NETWORKING AND EXTERNAL RELATIONSHIPS


	GOAL:  Utilizing Alliances for sustainability

	OBJECTIVE
	ACTIONS


	PRIMARY RESPONSIBILITY


	PARTNERS


	DURATION
	PERFORMANCE INDICATORS/TARGETS


	LINK TO OTHER ACTIONS

	
	
	
	
	START
	END
	
	

	F1  To enhance 

      existing and 

      establish 

      new 

      relationships 

      with National 

      and 

      International 

      Philanthropic 

     Organizations
	F1.1 Hold discussions 

         with public and 

         private sector  and 

         international 

         Donors

         about funding of 

         EFJ’s work.
	Board & Senior Management
	EU, GEF, UN, MOF, CIDA, MacArthur, IDB, Digicel, Kellogg, Ford Foundation
	Jany 2010
	Ongoing
	· At least two new donors from the Private Sector
	D. Financial Sustainability

	
	F1.2  Continue relations 

with RedLAC and  the COF.
	Board & Senior Management
	RedLAC, GOF
	November 2009
	Ongoing
	· Attend RedLAC and COF meetings
	

	
	F1.3 Identify and pursue new co-financing opportunities with other donors
	Board and CEO
	UNICEF, UNDP, FAO, FCF, CHASE, UNEP, PAHO and others at the international level
	Jan 2010
	Ongoing
	· At least 2 new co-financing agreements made annually
	

	
	F1.4 Coordinate donor collaboration activities
	Board and CEO
	Other donors
	Mar 2010
	ongoing
	· Quarterly donor meetings held

· New collaborative activities undertaken jointly by donors

· Sharing of data and information between donors improved
	


2.6.7
Monitoring and Evaluation

EFJs grants have created significant impact which has remained largely unmeasured. Information from various evaluations has shown that areas of impact have been in capacity building and infrastructural development, income generation and sustainability but less on replication. Though there has been significant work done in these areas, efforts at M&E have been ad hoc. This has made it extremely difficult to communicate impact from the information available.

The Board will have to establish a M&E sub-committee who will be charged with developing and implementing a plan to measure impact of EFJ grants as well as measure performance against the SAP. Measurement of impact should be integrally linked to the communications strategy and information regularly disseminated. Semi-annual reviews of the SAP followed by revisions as part of an adaptive approach will be critical especially in this short time frame. 

Since 2007, the EFJ has begun to utilize the Universal Indicator Framework in grant making. While these have been measured at the grantee level, overall EFJ impact in selected indicator areas have not been measured. The EFJ will use this 2007-2009 set of data as a pilot for measuring against the UIF. This information will be used in communicating impact, and similar measurement continued on an annual basis. 

Table 10 provides details on the specific actions to be undertaken.

Table 10. Strategy G: Monitoring and Evaluation
	STRATEGY G:  MONITORING AND EVALUATION


	GOAL:  Impact of EFJ’s Grant Making determined

	OBJECTIVE
	ACTIONS


	PRIMARY RESPONSIBILITY


	PARTNERS


	DURATION
	PERFORMANCE INDICATORS/TARGETS


	LINK TO OTHER ACTIONS

	
	
	
	
	START
	END
	
	

	G1 To monitor 

      and evaluate 

     the      Implementation  of the Strategic Plan


	G1.1 Conduct semi-

         annual  reviews
	Board/Senior Management


	Staff
	2009
	2012
	· Adjusted Workplans as necessary
	

	
	G1.2 Make 

         recommendations 

         or revision to 

         strategic plan 

         where necessary
	Board/Senior Management
	Staff
	2009
	2011
	· Revised Strategic Plan
	

	
	
	
	
	
	
	
	· 

	G2  To assess the impact of EFJ’s Grant making from 2007 onwards
	G2.1 Develop and 

         Implement M&E 

         Plan for Grant 

         Making 


	Board/Senior Management
	Staff /Consultant
	Jany 2010
	March 2010
	· 2007 -2009 EFJ Impact Report

· Modify Plan if necessary

· Universal Indicators Applied at Grantee and EFJ level
	· Communication

	
	G 2.1.1 Conduct pilot M&E of impact using  2007-2009 grants and the Universal Indicator Framework


	Programme staff
	Grantees
	Jan 2010
	Mar 2010
	· Impact of 2007-2009 grants report 
	· 

	
	G2.1.2 Package impact information for previous evaluations 
	Communications specialist
	Programme Staff 
	Mar 2010
	May 2010
	· Impact information packaged for dissemination
	· 


2.6.8 Strategic grant-making for maximum impact

With a short time and decreasing funds for grant making, EFJ will have to be more strategic in the grants it approves. Strategic grants will be tied to  more significant thematic areas that focus on the identified critical development goals; identified NGOs/CBOs will a good track record and capacity to implement projects successfully; opportunities for collaboration among grantees as well as joint projects. EFJ, in its unique position, will make links and formalize arrangements with agencies for efficient implementation of projects. For example, where the grantee has identified key collaborating agencies, EFJ will help to establish that link and ensure that it is functioning well for timely implementation of activities. 

ISA pilots will be revisited to determine change in capacity through EFJ interventions. The ISAs will also be replicated with other grantees and individuals in the organizations trained to apply the tool. 

In these three years of operations, in its leadership role, the EFJ can host annual networking conferences that showcase its work through grantees, link with government and donors, disseminate information on lessons learned and best practices and create a space for national dialogue in critical areas of involvement for civil society.

Grant making due diligence will be established and applied prior to grant approval. This will protect against failure in implementation. 

Table 11 provides details on the specific actions to be undertaken.
Table 11. Strategy H: Strategic grant-making for maximum impact

	STRATEGY H: STRATEGIC GRANT MAKING FOR MAXIMUM IMPACT
	GOAL:  Impacting Critical Development Goals

	OBJECTIVE
	ACTIONS


	PRIMARY RESPONSIBILITY


	PARTNERS


	DURATION
	PERFORMANCE INDICATORS/TARGETS


	LINK TO OTHER ACTIONS

	
	
	
	
	START
	END
	
	

	  H1: To identify 

          and fund     organizations with proven , sustained capacity to implement high impact projects (replicable, sustainable)


	H1.1 Revise, Refine , 

         Reduce number of 

         themes to 

         maximize impact while aligning with other donor interest and  Government
	Board/Senior Management
	Staff/Donors/Government/members/Grantees
	Jany 2010
	Feby 2010
	· Themes reduced

· Current Co-Financing Agreements enhanced

· Two new co-financing agreements

· Quarterly Donor Meetings
	

	
	H1.1.1 Continue to utilize diverse modes of grant making
	Board/Senior Management
	Applicants
	Mar 2010
	Annually
	· Diverse grant making modes utilized effectively
	

	
	H1.2  Identify critical 

          development 

          areas e.g. 

          environment, child
	Board/Staff
	Members/Potential Grantees
	Dec. 2009 
	On-going
	· Targeted replicable income generation projects

· Fundable proposals
	

	
	H1.3 Facilitate collaboration between grantee and relevant government agency
	Board and Senior Management
	Government agencies, grantees
	Mar 2010
	Ongoing
	· High levels of implementation efficiency in project implementation

· Smooth flow of project activities with collaborative partnerships developed 
	

	
	H1.4 Facilitate and Support 

Coordination and collaboration 

     among NGOs doing similar 

    work 
	Board/Senior Management
	Staff/Grantees
	Dec 09
	
	· Successful collaborative grants impacting at the national level. 
	

	
	H1.5 Develop and 

         implement a “Due 

         Diligence” strategy 

         or Grant Making,
	Board/Senior

Management
	Grantees
	Dec 09
	
	· Strategy developed and included in EFJ Operational procedures.
	Financial Management

	H2 To enhance capacity of NGOs/CBOs
	 H2.1 Assess and build 

         capacity of 

          promising 

          grantees
	Staff
	Grantees
	Dec 09
	Ongoing
	· ISA inform Capacity Building Plan for NGOs and CBOs

· At least 10 NGOs and CBOs benefit from Capacity Building activities
	

	
	H2.1.1 Replicate ISAs with an additional 10 grantees/year
	Consultant/staff
	Grantees
	March 09
	Oct. 2010
	· Ten Grantees with baseline ISA

· 
	

	
	H2.1.2 Conduct Follow Up ISAs with the five Pilots
	Consultant/Staff
	Grantees
	March 09
	Oct 2010
	· Measured Progress of Pilots
	

	
	H2.1.3 As part of AGM activity host annual networking conference of grantees/members to share Best Practices and Lessons Learned and to link with other stakeholders
	Staff
	Grantees/Other Donors/Govt. Agencies/Media/members
	Dec. 2010
	Annually
	· Five new Grantee/Grantee Collaborations

· Highlights reported in media

· Dissemination of information regarding other donor funding

· One NGO/Govt link established for policy collaboration
	

	
	H2.1.4 Assess Impacts of Capacity Building Programme
	Staff
	Grantees/Members
	November 2010
	Annually
	· Targets for Capacity met – (H2.1.1 – H2.1.3)
	M & E


2.7
Operational Plan (2009-2010)

The following Gantt Chart represents the first year operational plan for EFJ (2009-2010). 

EFJ is a recognised national leader positively impacting critical development goals through effective partnerships and sustained resources supported through sound policies











1
3 | Page

