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Step 1. Scoping your project
Gauging community needs, describing the project, putting the idea to your club, researching similar
projects, engaging the community, identifying groups for authorisation or permission, possible
partners and risks

1. Introduction
At the end of this chapter, you will be able to:






present a new idea to your club in a succinct and thought-out manner (called a “scope”)
give a punchy and concise description of your proposed project (“elevator pitch”)
ensure a proposed project is sustainable and appropriate given your club’s current resources
and in line with the target community’s needs
explain to your club the risks associated with your proposed project to your club and the
target community
show you have considered ways to measuring project success and involve possible partners

2. Rationale
It is important to scope out a project before you go
to all the trouble of detailed planning for three
main reasons.

A ‘scope’ or scoping proposal is the range
or extent of a project. It contains the key
information a person or club would need in
order to understand what your project is
about, so that they can determine if the
project is appropriate and feasible for them
to consider further.

Firstly, so that you and others involved in your
project have a clear understanding of what the
project is about, what you are hoping to achieve
and some of the issues that you will have to
contend with early on. If you try to “sell” a project to others that has been poorly thought through,
then they may dismiss it, even though, with better preparation, it could have grown into something
really worthwhile.
Secondly, having thought through the scope of a project will make it easier for you when you come
to the detailed planning stage.
Thirdly, if you go straight to the detailed planning stage without scoping it out first and presenting it
to your club for initial approval, you may find that your club has some significant concerns and may
ask for reworking of the plan or even reject the proposal outright. This would be not only
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disappointing, but a great waste of your time and that of others. It is always best to involve and
engage others in your club in a new project from the beginning.
To start the scoping process, we suggest that you consider the following list of questions and
suggestions for addressing these questions for your project. Rotary projects can vary in size from the
very small (e.g. collecting sunglasses to send to a village in Africa) to the very large and ambitious
(e.g. planning to rebuild and equip a hospital destroyed in a hurricane). Naturally, not all the
questions in the list below will be applicable to every project. However, we recommend that you
read these questions to see which ones are most relevant to your project.
Rotary projects can, of course, be undertaken at many levels: a single club; a group of clubs; a
District; or even a much wider group, such as regions. For the purposes of this section, the term
“club” will be used, with the understanding that the questions would be equally applicable to any
group undertaking a new project, irrespective of its size.
Go back to the model on page 11. If you find your project does not meet your club’s needs or
interests at the moment, then it is okay to stop. However, don’t necessarily give up, as there may be
other ways of doing the project or supporting the community you wish to help. It may just need a
different approach.

3. Key questions and issues
3.1 From the club perspective
1. How did your club decide to investigate this project?
Did the project come from:
 within your club (a special interest of a member or an idea raised at a club meeting or from a
brainstorming session or IDEAs generation exercise, (see box on the next page)
or
 outside the club (from a guest speaker at a club meeting or other event) or by direct
approach by an outside organisation
 Try to gauge the initial level of interest about the project. If there is strong interest in the
project, then follow up with an article in the club newsletter or an email to members asking
for their feedback and level of support for the project.
 Be wary of ‘Champion’ projects; those spear headed by a very enthusiastic member who is
perhaps new to Rotary. Are there enough other people in the club interested to pursue this
idea?

2. Do you have the support of your club/team/committee/board to scope out the project?
 Be fully transparent with your club. Speak to them about what you’re planning to do and
report back regularly throughout the scoping and planning process, so that everyone is kept
up-to-date with your progress.
 Wise heads in your club may raise concerns that you have not yet thought of. For example,
your project idea may not be a good fit for Rotary e.g. constructing a building. Alternatively,
it may be inappropriate, e.g. installing water tanks in a dangerous country or sending books
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in English to a developing country where the main language is Spanish).

Ideas Activities
I.D.E.A. Generation
A team ideas brainstorming activity where you follow a series of stages, refining concepts at
each stage
(Written by Jake Leopold)
1. I = Ideas
In this phase, ideas are generated without any criticism, judgement or rejection. It is really
important that ideas are not shot down at all during this phase, no matter how crazy! Generally
“ideas” people are really at home in this phase. All ideas must be in this phase; after this phase is
over, new ideas can sometimes de-rail the process.
One way to spark innovative ideas is to consider ’ho-hum’ concepts (like a fundraising Trivia
night) in a different light. How could you tweak or flip an overly done idea to make it fresh, new
and unique?
2. D = Design
In this phase, all of the ideas that were generated are turned into workable solutions. Engineers
and other logical thinking people are really at home here, where the group works out how to
make ideas feasible. As with the previous phase, criticism has no place here, and can be
detrimental. So once again, no shooting down of ideas! The goal of this phase is to produce a
number of possibilities to take to the next phase.
3. E = Evaluation
Now the criticism can begin (not before!)
In this phase, the products of the design phase can be assessed and critically evaluated to select
the best alternative. In addition, the potential pitfalls and hazards or various alternatives can be
determined and highlighted during this phase. People who are good at looking critically and
constructively at ideas shine in this stage. If facilitating this process, make sure that criticisms are
directed at the ideas, not the people who have proposed them.
(The great thing about this process is that ideas are not shot down until they are fully developed
and explored, at which point the evaluation phase becomes very beneficial and not
detrimental.)
4. A = Action
In every great plan, there needs to be a plan of action, and people designated to carry it out.
However, it's important to complete the evaluation process before writing plans of action and
starting implementation. Action oriented people will really engage at this stage. They can see
what has to be done and how, and will just want to get started.
Other notes
Usually, most people will feel most comfortable in one of these four areas, and that is why
planning is sometimes very difficult, as people bring different and often competing approaches.
Through following this IDEA process and going through each phase one at a time, you make the
best of the expertise in your team, using people’s strengths at the right time.
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3. What is the project all about?
An elevator pitch is a brief, persuasive speech that you
What is the project in a nutshell?
can use to spark interest in what your organisation
What is the main issue or problem
does. You can also use one to create interest in a
that you are addressing? What are
project, idea, or product – or in yourself. A good
you hoping to achieve? What are
elevator pitch should last no longer than a short
the broad goals or aims of the
elevator ride of 20 to 30 seconds, hence the name.
project? What do you estimate
the project will cost?
An elevator pitch should be interesting, memorable,
 This is your early “elevator
and succinct. It also needs to explain what makes you
pitch”. Spell this out in simple
– or your organisation , product, or idea – unique.
language. Keep it brief at this
early stage. Return to this “elevator pitch” to perfect it again and again as you work through
the planning process.
 Your elevator pitch should sound something like: This is the problem. This is our solution. This
is what we would like to do. This is how much we believe it will cost. This is what you can do
to help. Elevator pitch. An elevator pitch requires you to write a value proposition –
communicating your idea to your club or potential stakeholder the way that is clear and easy
to understand. This site explains how to write such a proposition: Value proposition.

Examples of elevator pitches
Days for Girls International empowers women and girls around the globe by providing sustainable
feminine hygiene solutions and health education. Did you know in many countries girls miss a week
of school each month because they don’t have adequate facilities like safe and clean toilets at
school? Sanitary products can be difficult to come by and regular disposable products cause landfill
issues. Days for Girls in Australia works by having local volunteers sew and pack hygiene kits, as well
as trips overseas teaching women in communities to make them themselves. Right now we are
looking at a new set of kits to be sent to Malawi by April 2018 which will cost $2,000 for supplies
such as soap and underwear as well as travel expenses for two trainers.
The Sustainable Communities Committee Tree Project involves local Rotary volunteers growing native
seedlings at home, before planting them on farmland in Beaufort to aid Landcare’s efforts to build
wildlife corridors and reduce soil erosion in the region. It brings Rotarians and affiliates together for
fun, hands on volunteering, making connections with each other, country Rotary clubs, local
organisations and landowners. Our next planting day is in August, 2018 and we would love more
volunteers. Can you put this date on your calendar and join our Facebook group to keep in touch?

4. Does your club have the resources (people, time and money) to take on another new project?
Does your club have enough people who are available, fit and interested to work on the project?
Does it have enough people with the experience to carry it out? Will you need to seek funding
outside your club? Will you need to apply for a either a District Grant or Global Grant?
 Discuss this project idea with experienced people in your club and ask for their feedback.
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Put the idea to your members at a general club
meeting. If there is strong interest in the project, but
people, time and money are still issues, then look at
creative ways for overcoming any obstacles (e.g. talk
to other clubs, seek philanthropic funding)
Investigate the Rotary Grants website. From the
beginning, make sure that you are aware of the
conditions of the Rotary grants. Become familiar with
The Rotary Foundation’s six areas of focus.

The Rotary Foundation’s six areas
of focus:
 Promoting peace
 Fighting disease
 Providing clean water
 Saving mothers and children
 Supporting education
 Growing local economies

5. How can you be sure that this project is really worth doing?
How can you be sure that it will not consume resources that could be better used for other more
worthwhile projects? Have you checked that this type of project has been done before? (If so,
did it succeed the first time?)
 This step is very important. You don’t want your new project to cause any discord within your
club at this early stage. Is there some way that you could tap into one of those projects? If
that’s not possible, how could you learn from those other projects?
 Ask experienced people in your club or district (community or international directors)
 Place a post on your Facebook page or other social media sites asking if others know about
similar projects
 Use Template 1. Quick Project Assessment to help you decide whether to continue with the
scoping process.

6. Will you need to seek permission to conduct this project in the community?
For example, building permits, ethics approvals
 If it’s a community project, you may need to obtain permission from your local council or
another government agency or department.
 If the project requires construction (e.g. installing solar lighting, a boardwalk), be sure to
obtain appropriate building and/or health or environmental permits) and to use qualified
trades people
 If it’s an education or health project, you may need to obtain ethics approval from the
relevant education or health department
 If the project involves working with children, then any volunteers or contractors working with
children will need to have a Working with Children Check (or equivalent). Parents of the
children may need to grant permission for their children to be part of the project.
 If it’s an international project, you will need to obtain permission from the Rotary District in
which you will be working. It’s always best to approach the local Rotary club in that
community from the very beginning to involve them in the Project and to get their inprinciple support to work with you as the host sponsor.
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7. What risks might there be of conducting this project for your club and any other partner
organisations?
 Consider health and safety, reputation and financial risks
 At this scoping stage, just focus on the main risks and hazards to your club. After the scoping
proposal has been approved, you can develop a more detailed risk assessment (you could
then use the following two templates to complete a more detailed risk assessment in Step 2:
Template 2. Job Safety Analysis Worksheet; and Template 3. Rotary – Risk Management
Checklist.)
 For international projects, consider registering your project with RAWCS, who have very clear
guidelines for minimising risks for volunteers in overseas projects.
 For any projects involving children or youth, check any requirements with your Club
Protection Officer or District Club Protection Coordinator
 If in doubt, speak to experienced people in your club or at District level (e.g. Community
Service chair, International Service Chair, Insurance and Risk Management Officer).
 Even at this early stage, it may be wise to make enquiries regarding any insurance issues. It
would be best to discuss the proposed project with your District Insurance Officer [DIO] just
to ensure that there are no impediments or additional considerations to be taken into
account.

3.2 From the community perspective
1. How did you find out the needs of the local community?
What problems are being addressed by your proposed project? What will be the benefits to this
community through your project? How will you engage the target community?
 Complete a community needs assessment (see Community Needs Assessment Project Brief
(Worked Example) and Community Needs Assessment Tools)
 In the case of international projects, you may need to visit the target community, at least
once, to determine the community needs. Alternatively, your club (as the international
sponsor) could pay for a local contractor to undertake the community needs assessment on
your behalf, but in collaboration with the club sponsoring the project in the country where
the project is to take place (Host Sponsor). This might be a better alternative if there are any
language problems.

2. How can you be sure that the proposed project is really needed by the community in which
you plan to work?
Are there other ways of meeting this need, other than through the project you are scoping? How
will you ensure that any required equipment and other materials are sourced locally?
 Discuss with the recipient community to check that the project is something that they need,
not just may want.
 Discuss the community needs assessment with experienced people in your club or district and
invite feedback
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3. How will you measure if your proposed project has been successful and will it be sustainable
over time?
Who will do this measuring? How will you sustain the project; how will you ensure that the
project continues after your club has completed its part? Will your project lead to any harm to
the natural environment, local culture or economy of the local community?
 A good place to start here is to record the goals and targets of your project. Alternatively,
write down the, objectives of your project. Make sure that these are SMART – strategic,
measurable, achievable, realistic and time-based.
 Ask experienced people in your club or district

4. What are some other organisations in the target community with whom you could partner for
this project?
 Ask people for suggestions in the community (Rotary club and district, local council) or
somebody who has worked in the target community
 Each project will have a number of stakeholders: your club; other organisations, as well as
the target community. Each partner or stakeholder will have their own needs and interests,
as well as their own limitations. Addressing these in your scoping proposal will make your
project more acceptable. This will be dealt with in more detail in Step 3. Planning.

5. What risks might there be to the local community or the environment if you do conduct your
project?
For example, if you provide a special service or equipment to one community group, will another
group be resentful and take some action against the community group or even members of your
Rotary club?
 Consider health and safety, environmental and financial risks
 Ask experienced people in your club or district (community or international directors) for
possible risks or hazards (things that could go wrong) as a result of the activities of your
project to the people or the environment in the target community (e.g. failed batteries from
a solar lighting project are thrown into the surrounding forest where they could harm small
children or leach chemicals into the soil. Risk control measures might include education
about disposal of failed parts, regular maintenance of the solar units by trained people and
recycling of any failed parts.)
 At this stage, just prepare a list of the key risks and hazards and measures you would take to
eliminate or minimise the risk. Below is a table that you could use for your project to identify
major risks and describe strategies to address and mitigate these risks.
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Risks
e.g. Solar units dispatched to XX
are lost or damaged.

Strategies to address and mitigate these
e.g. There is a Rotary Liaison Officer living in the capital who is
familiar with the process of collecting shipments. Insurance
cover will be taken out.

Use Template 4. Project Scoping Study to outline your proposal to your club. Worked examples are
provided in Case Study: The First Wave Project and Project Scoping Study (Worked Example).

4. Extra help
Forming your idea



Elevator Pitch website
Project Lifecycle Resources from My Rotary website

Community needs assessment



Community assessment tools: A resource for Rotary projects website
Conducting a community needs assessment website

District and Global grants






A Guide to Global Grants website
10 Ways to Improve Your Global Grant Application website
Rotary International Grants website
Rotary International areas of focus website
Global Grant Monitoring and Evaluation Plan Supplement website

5. Templates, worked examples and case studies
Template 1. Quick Project Assessment
Template 2. Job Safety Analysis Worksheet (will be used in the planning step)
Template 3. Project Scoping Study
Template 4. Rotary - Risk Management Checklist (will be used in the planning step)
Worked Example Community Needs Assessment Project Brief
Worked Example Project Scoping
Case Study: The First Wave Project
Case Study: The East Timor Roofing Project
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6. Summary
In this chapter you will have considered:









the importance of scoping out your project to ensure that you have your club’s support
how to clarify what you hoping to do in your project and any future partners
how to undertake a community needs analysis of your project
how to identify if your club has the capacity to complete the project
how to determine if your project is worth doing
how to identify the key risks of your project to your club or the target community and the
steps needed to eliminate or minimise these risks
how to measure the effectiveness of your project and to ensure that it is sustainable (in the
sense of being sustainable over time and complying with the principles of sustainability)
an estimate of the expected project cost

In this step, you should have produced:
 a quick project assessment proving this project is suitable for your club right now
 a scoping study or proposal (the broad plan) outlining the details
 an elevator pitch of your project ready to share with others
 a community needs analysis (demonstrating that there is a real need for the project in the
target community)

The Carteret Islands are slowly being inundated by seawater and eroded by storms
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Case Study: The First Wave Project
The Rotary Club of Doncaster had been invited by the people of the Carteret Islands to help them
find funding for their relocation to the island of Bougainville, an autonomous region of PNG. Due to
inundation by seawater, the six coral atolls that form the islands have become almost uninhabitable
and some of the islanders have already started to move to a new settlement at Tinputz, about 60 km
south of Buka, the capital of Bougainville. A small group of us (club members and other volunteers)
decided to travel to the islands to find out the troubles for ourselves and to discover how we could
best help the people of the Carterets. We knew there would be challenges in such a journey, but
didn’t expect it to be as challenging as it proved to be.
Our small party travelled to Bougainville in September, 2012. We prepared well for our journey: we
registered the project with RAWCS (who gave advice and arranged for travel insurance cover); we
made careful plans (including health, safety and evacuation); we drew up checklists; and we sought
advice from experienced Rotarians who had worked in the Pacific region. However, despite all this
preparation, things did not always go smoothly; we had to change our departure date twice, one of
the team members left his passport behind in a plane (we did recover this thankfully before the next
flight) and when we arrived in Bougainville, our hosts changed our itinerary. Instead of a one hour
road journey to the township of Tinputz, we travelled by sea in an open, six metre-long boat, arriving
very wet and bedraggled. Hardly the arrival we had planned.
The following day, our plans changed again. We were invited to travel to the Carteret Islands, 86 kms
across the open sea, in the same small boats. Although unexpected, this proved to be a remarkable
experience, as we got to see, first-hand, the dire predicament of the people on the islands. We
learnt that sea water washed across the islands shin deep with every king tide, leaving the soil so
salty that the villagers could no longer grow crops. The 2,500 people on the islands lived on a
monotonous diet of fish, rice and the occasional coconut.
Our plans were to change again when a storm blew up stranding us on the islands for three day. As a
result, when we did return to Bougainville after a rough sea crossing, we did not have the time to
travel to the capital, Buka, to meet with government officials to hear their perspective on the
situation. We decided instead to spend our remaining time getting to know the people of Tinputz
who had welcomed the Carteret Islanders to their township, as well as the resourceful Carteret
Islanders themselves who have started to build a small community and sustainable plantation in
Tinputz on land donated by the Catholic Church.
The Carteret Islanders’ story is one of determination, courage and resourcefulness. Rotary has
already helped the islanders with an outboard motor for a fishing boat, lifejackets and funds for
sports equipment for the schools. The project is ongoing and we are trying to source hospital beds
for the medical centre on one of the small island. However, despite these small gains, there have
been many challenges. Ongoing communication with the leaders has been difficult, because of
cultural and language differences, poor Internet connections and frequent travel by our two main
contact people to remote areas.
From this experience, we learnt that when scoping out a project in an overseas community, it all
came down to some basic principles: plan carefully, be adaptable, show respect for the local culture
and try to support the local people to achieve the changes they want, not what you think they need.
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